- B o - a e T .
IR o o g I A N N e s e T e s Nt e e T o T :
> -

AD No._ Ao #3500

DBC FiLE copy

-

ADA043500
/ Yy

RGANIZATIONAL EFFECTIVENESS

IN THE U.S. ARMY

D
\j .fg()m.rfﬂﬂ.ﬂlfj

Ul sep 22 1am

DISTRIRUTION STATEMENT R
Approved for public releasey

Distribution Unliwited

FINAL REPORT

Organizational Effectiveness Study Group
Office of the Chief of Staff

APRIL 1977




R -ngm';«wn S

s

SR

v 2o

SECURITY CLASSIFICATION OF THIS PAGE (When Nate Entarad)

READ INSTRUCTIONS
BEFORE COMPLETING FORM

REPORT DOCUMENTATION PAGE

T REFONT NUMNER 2. GOVT ACCESSION NOJ 1. RECIPIENT'S CATALOG NUMBRR
& TITLE fand Sublitle) 8. TYPE OF REPORT & PERIOD COVERED
ORGANTZATTONAL EFFECTTVENESS Final Report

IN THE US ARMY

8. PERFORMING ONG. REPQORT NUMBER

~|

T AUTHOR(Y  LTC Ramon A. Nadal B CONTNACT OR GRANT NUMBER(a)

LTC William E. Duey
LTC Roy Ray
MAJ Fred W, Schaum

9. PERFORMING ORGANIZATION NAME AND ADDRESS 10. PROGRAM I&IMINT. PROJECT, TASK
AREA & WORK UNIT NUMBERS
Organizational Effectiveness Study CGroup
DACS=DM-0F
Washington, DC 20310
1. CONTROLLING OFFICE NAME AND ADDRESS 12. REPORT DATE
Office of the Chief of Staff, US Army April 1977
DACS-7A 13, NUMBKR OF PAGES

Washington, DC 20310

T4, MONITORING AGENCY NAME & ADDRESS(H difterent fram Canteolitng Oftice)

5. SECURITY CLASS. (ol thia report)
Unclassified

is.

s

DISTRIBUTION STATEMENT rof thia Repati)

DISTRIBUTICN STATEMENT &

Approved for public releasey
Distribution Unlimited

17.

DISTRIBUTION STATEMENT (ol the abatract entered in Blook 30, If dilterent Itam Repeort)

SUPPLEMENTARY NOTES

[[]

KEY WORDS fContiniie nn reveras aide if necessary and identlly by block number)

Organizational Effectiveness Human Resources Development
Management Personnel Management
Behavioral Science Officer Training
Organization Development

10.

ASBSTRMACY (Continue on reveras side ({ neceseary and idantity by black number)

Thia study is an assessient for the Chief of Staff, Army of Army-wide
Organizational Effectiveness (OE) activities and training and includes a
recommended strategy and courses of action for institutionalizing the appli-
cation of this technology. The atudy focuses on the long-term development
and sustainment of an Army-wide OE capability from the standpoint of organi-
zation, staffing, resources, and management raquirements.

DD ,[5n"%: 1473 xoimion oF 1 Nov 8B 18 OBSOLETE

SECURITY GLASBIFICATION OF 7 4 PAur “Whan Dais Entered)

-




o

T e T —

SECURITY CLASSIFICATION OF THIS PAGR(When Data Eninred)

20, Since the 1950's advancements in the fields of management and applied
behavioral acience in conjunction with successful command and leadership
practicer have provided the foundation of OE concepts, methods, and skills.
In the broadest sense the use of OE as a technology in the Army represents
a desire to (1) more systematically understand the human forces which

shape the efforts of large military organizations and (2) decisively act

on this underatanding in ways which simultaneously improve combat readiness
and the motivation, involvement, commitment, and development of people.

Study annexes include (1) Chief of Staff remarks on OE at the 1976 Army
Commander's Conference; (2) a concept paper on establishing an Army-wide OE
capability; (3) applicable Chief of Staff memorandums; (4) a summary of the
historical evolution of OF in the Army; (5) the study group's interviews and
trips and (6) an executive summary of a 3% year OE evaluation plan,

SECURITY CLASSIFICATION OF THIE PASE(When Dete Bntersd)




b ———————

ORGANIZATIONAL EFFECTIVENESS IN THE U.S. ARMY

FINAL REPORT

by

LTC RAMON A, NADAL
LTC WILLIAM E, DUEY
LTC ROY RAY

MAJ FRED W. SCHAUM

ORGANIZATIONAL EFFECTIVENESS STUDY GROUP

JULY 1977

¥ u_c_mﬂl SOOI
' White Waetien
it St OO

Caad

il

T )

m.mnwlﬂl

)

\ mumummmunun £ooey

“ML f11%

o VR

l,




T T e

PN PR
Gl ek

.

o i ARl e RSO

R BRI e gt | AT T e e e

TABLE OF CONTENTS

FO RWARD . . . . . . L] ] ] . . 1] L] . b L] . . LI ) 4 L]

I [] ExECUTIVE SUmARY [ . . L] . * . L] . . L] (] [ . L] L] 1] L ]

A, Status of OE in the Army .+ « ¢ « ¢« o ¢ ¢ o o o+

B. Strategy I S Y S S T S S S SN SN S S SO S S S S

C. Principal Findings and Recommendations . . . . .

III MAIN BoDY . [] [ ] . . . L] 1] . L] . [ L] . L] . . . [ L] .

A, Background L T Y N T TR S N T R S S S ST S S S S

B, Methodology I N I R T T R T T S S S T S S

1‘ Schedule Of Activities e 3 s & T & 1 & & &

2, Analytical Framework .+ . « « o v o « s o« o o

3, Data Collection » v + « ¢ « « o » ¢« ¢ o o &

4, Other OESG Activities .« ¢« « ¢ ¢ o 2 ¢ & « o+

C. Findings and Recommendations . « « 4+ & 4 s & ¢« o

1., Structure and Staffing . + « ¢ 4 o ¢ « 4 o«

2. Education and Training . + « v ¢ ¢« s ¢« + o o

3, Management .« . ¢ ¢ s 4 4w b0 ey e s e

4, Policy and Doctrine + + 4+ v o v o v 4 & 4 s e

5, Evaluation and Research . . . + + + » o ¢+ o« «

6. Assignment Selection and Utilization . . . .

7. Professional Training of OE Trained Personnel

8. External Consulting « + « + o o 4 v 4 s o &

9. OE Operationa L S O N T T T T S S S S S

10. Information b et e e s e e e e e

11, Resources . « s+ + & « & o o o 5 & 4 1 o o 4+
ANNEXES

A - Chief of Staff Remarks on OE at the 1976 Army Commanders' Conference

B

C

(=
t

F -

Army-wide Organizational Effectiveness (OE) Capability Concept Paper

Chief of Staff Memorandums

Historical Development of OE in the Army

OESG Interviews and Trips

OE Evaluation Plan -~ Executive Summary

* o o -

[

O =

ISR-1 S




S eyt i i T

FOREWORD

On 17 November, the Chief of Staff formed an Organizational
Effectiveness Study Group (OESG). The mission of this study group was
to assess the current status of Army-wide Organizational Effectiveness
(OE) activities and training and to recommend an appropriate strategy
and courses of action for institutionalizing the application of this
technology.,

Since the 1950's advancements in the fields of management and applied
behavioral science in conjunction with successful command and leadership
practices have provided the foundation of OE concepts, methods, and skills.
In the broadest sense the use of OE as a technology in the Army represents
a desire to (1) more systematically understand the human forces which

+shape the efforts of large military organizations and (2) decisively act

on this understanding in ways which simultaneously improve combat readiness
and the motivation, involvement, commitment, and development of people.

The introduction and eventual institutionalization of OE in the Army is

& unique and highly complex undertaking for which there are few guideposts.
This is a long~term developmental process requiring at least a decade

of concerted effort. It should also be recognized that the Army is working
on the forefront of this technology.

Our efforts were, therefore, concerned with the long~term development
and sustainment of an Army-wide OE capability from the standpoint of
organization, staffing, resources, and management requirements. This
study is not a general inquiry into the state~of=the-art of OF as a
technology. Lessons learned from applying this technology in the wmilitary
are included in the study where they relate to structural and managerial
issues and formulating a strategy which cultivates & receptive environment
for OE. This orientation reflects a commitment to bring OF on line in
a gubstantive and deliberate manner and to fully integrate its use by
the chain of command across all levels and functional areas.

The OESG used an analytical framework, which consisted of the following
11 categories, to focus the scope of the study., This framework was heavily
oriented ou the management and organizational requirements for
institutionalizing OE and is the outline around which the findings and
recommendations are presented.
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Study Categories

(1) Structure and Staffing (7} Tvofessional Training of OE

«rained Personnel

(2) Education and Training

(8) External Consulting
(3) Management

(9) OE Operations
{4) vPolicy and Doctrine

(10) Information
(5) Evaluation and Research

(11) Resources
(6) Assignment, Selection, and

Utilization

Data was obtained using semi~structured interviews with a wide range
of people who are responsible for policy, doetrine, training, personnel
selection and assignment, staff management, consulting, and research
activities, In particular, the OESG emphasized discussions with commands
an! ataff officers who are using OE trained personnel,

Overall the OESG tapped the issues and experiences of 13 major commands
and 13 Army Staff and field operating agencies., About 30 general officers
were interviewed, A total of 17 CONUS installations and 11 service schools
were visited in addition to elements of US Army Europe, the Naval Post
Graduate School, and the US Navy Human Resources Management Training
Flcility:

The US Army's formal involvement with OE began in the early 70's am
a combination of "grass roots" initiatives in the field and some formal
encouragement by Headquarters, Department of the Army in the form of a
3-year experimental program, which consisted of six pilot projects. One
of these projects at Fort Ord, California, provided the capability for
training in OE concepts, techniques, and consulting skills and bech7 the
Organizational Effectiveness Training Center (OETC) on I July 1975,

It is incorrect, however, to assume that the introduction of OE into
the Army was the direct result of a tightly planned and coordinated effort.
OE simply emerged through the innovative efforts of a few highly motivated
people who were skilled in the application of this technology and
commanders who saw the potential of OE and were willing to take a risk,

As OE demonstrated its value in line and staff organizations, its
application began to spread in a highly decentralized and diversified
manner. The continued evolvement of OF along these lines is a primary

1/ A more detailed summary of the historical development of OE in the
Krmy is presented in Annex E of this report.
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strength of the effort. The use of OF methods and trained personnel is
vested in the chain of command in direct support of mission requirements
and must not be viewed as an '"add-on program.”

: Perhaps the most crucial questions about OE are '"What is the payoff
; - and is it worth the effort?" All of the accumulated experience and data

! : are hardly in on this account., 1t is evident, at least to OE knowledgeable
commandersa, that the Army cannot make signiflcant improvements in combat
readiness during austere times without giving systematic at;entxon to
improving organxzational processes, which affect the ability of a unit

to accomplish its mission and are governed by the actions of people.,

OE represents a substantive and economical response to this challenge.

b The diversified and dynamic nature of OE in the Army posed a special

S challenge to the QESG. To the maximum extent possible we tried to capture
findings that were reprasentative of the Army as a whole while attempting
to preserve the unique differences and needs of e¢ach command and Staff
agencys. Phase 1 of the OE Evaluation program, which was completed in
March 1977 by the CE Training Center, provided a more sysi?matic and data
based assessment of the current status of OE in the Army.,2’ The findings

of this evaluation effort dovetailed with the QESG Study and confirmed
the majority of our observations.

L - TR

TR T

In addition, we attempted to meaningfully involve representatives
from a variety of Staff agencies and commands in shaping and reviewing
the preliminary findings and recommendations and to provide selected

commanders and principal staff directors with continuous feedback as the
study progressed.

We are indeed grateful for the opportunity to contribute to the
advancement of OE in the Army at this critical juncture. We are especially
appreciative of those individuals who freely gave of their time and talent
to help shape the contents of this study and were open and candid in their
remarka. In particular we want to recognirze the efforts of those
commanders who are actively using OFE and the OE staff officers who are
the real pioneers in this endeavor,

s oA T ST SRR T

d e, e e

ORGANIZATIONAL EFFECTIVENESS
STUDY GROUP

e AT T T

. WASHINGTON, DC
6 April 1977

2/The OE Evaluation Program is a 3 1/2 year, five phased effort to assess
the progress and impact of OE in the Army. A summary description of this
program appears in Annex I uf this report,
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I. EXECUTIVE SUMMARY

The Foreword and this section of the report provide an Executive
Summary of the study., The OESG assessment of the status of OE in the
Army, a recommended strategy for the institutionalization of OE, and the
principal findings and vecommendations are presented in this section.

STATUS OF OE IN THE ARMY

The OESG found a growing interest in and appreciation of OE. People
who were interviewed spoke favorably of OE and of the Army's efforts to
institutionalize OE. This was particularly true of those commanders who
had personal experience using the OESOs. Although in some cases the stated
views may not have been based on full knowledge of OE, they did indicate
that CSA interest is getting through to commanders. Those commanders
who have given the OE process a chance to demonstrate its value have found
it useful for improving unit effectiveness and their efforts to maximice
the human potential in their organirations, The OE process clearly works,

Considering the status of OE in the Army a year and a halt ago, the
OESG acknowledges that considerable progress has been made. The subsequent
parts of this report focus on outlining the road ahead. The OESG purpose

was not to state where we've been, but where we are and where we need
to 80.

Growing MACOM Interest with Mixed Progress.

The growing interest in OE is particularly evident in two major
communds - FORSCOM and TRADOC. FORSCOM's experience for the last year
and a half continues to expand. More and more battalion and brigade
commanders are using OESOs and a few gonaral officers have becowe
personally involved in OE operations. In TRADOC the efforte of the CC
to explain OF and to have the concepts introduced into the service schools
are beginning to take hold, Although there is & long way to go before
adequate OE and OE-related instruction is presented in the service schools,
there is momentum in TRADOC towards that and. It is clear that the first
priority of OF assets needs to go to TRADOC for the immediate future.
Thia is required to enable TRADOC to close the gap which presently exists
between OF activities in the field and the paucity of doctrinal, technical,
and instructional material. It is also required to enable TRADOC to
properly play ite key role in educating the Army on OE.

Other MACOMs have not progressed as far as FORSCOM and TRADOC. This
is due primarily to the lack of sufficient numbers of OES0's in the system
at this time. Certain MACOMs, such us USAREUR, have a particularly
difficult time developing an OF structure and establishing OESO positions
due to the shortage of available personnel spaces. At Department of the
Army, the lack of an adequate capability to do OE staff work, as well
a9 consulting on the Army Staff has hindored the institutionalization
of OE in a number of ways. It has pracluded the development of necessary
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policies, guidance, and staffing modela. OE information is sorely lacking
in the field and the DA Staff does not have a4 true in-house consulting
capability.

Institutionalizing OFE Requires Informed and Involved Commanders and Quality

OESOB_»

Although this report consists of 36 specific findings and 119
recommendations, certain key findings merit special mention because of
their importance to institutionalizing OE. The first of these is that
OE will be institutionalized primarily by the OESO in the field through
their ability to assist commanders with whom they work. This is closely
allied to the attitudes of the seniocr officer at a particular installation.
Where commanders who are informed and knowledgeable about OE are paired
with capable CESOs, OE activities are booming.

Two corollaries follow from the above. First, it is essential to
retain high quality, well trained OESOs. Secondly, senior officers who
do not have any OE education or training need to be exposed to
appropriately taught OE education and activities, This will increase
the likelihood of the proper use of the OESO. Eventually the TRADOC school
system, in conjunction with the Army War College, will ensure that senior
officers are knowledgeable about OE. In the Immediate future, however,
some exceptional measures are required.

CSA Involvement is Required.

The next kay finding is that the personal interest and involvement
of the CSA will be required for the foreseeable future. Everywhere the
OESG traveled senior officers warned that if OE was to be
institutionalized, the CSA would have to remain personally involved.

The introduction of OE into the Army is a complex, long-range effort,

It is, it many ways, an attempt to constructively change and revitalize
part of the Army culture. Recognition of these facts means that the
institutionalization of OE will have to be managed by exception from the
highest levels of the Army until yome time in the future when ite
acceptance is more clearly assured.

No Common Frame of Reference for Senior Officers.

The necessity for high level management and CBA involvement is also
important because there is currently no common vision shared by the senior
officers in the Army as to what OE is or how the OESO should be used.

Some attempts are already being made to redefine OE to fit the particular
ideas of specific individuale who may or may not know much about OE.

This lack of a shared frame of reference among senior officers is
particularly unfortunate because of its confusing impact at the action
officer and OESO level where there is consensus as to what OE is and how
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to do it, Again, the requirement to educate senior officers is important
in order to prevent this. Additional monitorship of the OE Training Center
is required to ensure that its focus does not shift from the current
emphasis on organizational and interpersonal processes to a more
generalized and mechanical resource manager point of view.

Lack_of Policy and Doctrine with Ad Hoc Management of OE.

In an earlier paragraph brief mention was made of the lack of adequate
policy and doctrine. This lack of policy and doctrine has hampered OE
institutionalization in a number of ways. First, many individuals
do not believe the Army is serious asbout OE since there is nothing in
writing except a DA Letter which provides interim guidance. Secondly,
the OESOs do not have any documentation to explain their duties, position,
utilization, nature of their relationships with their using commander,
etcs Third, the many interrelated actions which must go on to create
and manage such a complicated effort currently rely on the good efforts
of a few action officers in the system who make things happen.,

Everything from OESO selection, education, assignment, and utilizationm,
to the expanded Army-wide implementation of OE, is currently ad hoc.
Institutionalization requires an Army Regulation as well as
incorporation of OE doctrine into Army doctrinal literature.

Lack of Staffing and Structure.

This lack of adequate policy leads to our last key finding, The
current attempts to develop a staffing model for OE have not worked very
well. Only one command--FORSCOM--has taken the required action to identify
and validate in TAADS all the required QOESO aspaces. The general DA
guidance to the MACOMs to identify requirements and convert spaces has
not worked for a number of reasons, In some cases the commands do not
have enough OE expertise to determine what functions an OESO performs
and, therefore, do not know how many they need. 1In other cases, the
manpower constraints inhibit making the required personnel conversions.
This issue needs to be solved as soon as possible since the staffing
requirements drive the selection and education of OESOs. The OESG has

developed & systematic approach, which is outlined in detail in Annex
B, to deal with this problem.

This general assessment provided only an overview of what the OESC
found throughout the Army and briefly outlined some of the key problem
areas, The OESC believes that the institutionalization of OE is ultimately
a function of the quality of the OESOs and the willingnees of knowledgeable
coumanders to use their efforts. The strategy and recommendations that

are outlined in subsequent paragraphs focus on creating the necessary
conditions for this to occur.,




STRATEGY

The introduction and subsequent inatitutionalization of OE in the Army
is a highly complex and difficult endeavor for which there are few guideposts.
The Army is indeed working on the frontiers of this technology as it applies
to the military. The purpose of this section of the OESC report is to outline,
as simply as possible, a strategy for accomplishing this ambitiocus goal., The

et

intent is to provide useful advice for the Chief3?f Staff while remaining
sensitive to the nusances of OE as a technology.<

Ceneral Considerations.

Institutionalization of OE has two components, The first is the
establishment of appropriate organization structures and the staffing
of those structures with educated and trained pesonnel. The objective
is to define and cregate a well-managed system which provides an Army-wide
capability to apply and refine OE and has an opportunity to endure beyond
the immediate personal interests of a few senior officers. As the DCSPER
has said, '"We must provide for the continuity of expectations now that
the Army is becoming committed to using OE.," This objective can be
accomplished as a mandatory requirement and will take 2-3 years of
intensive effort.

The second aspect of institutionalization is the goal of integrating
OE into the bedrock of the Army so at some point in the future people
will say "Didn't we always do it this way?" Accomplishing this goal
involves constructive change in attitudes and behavior at all levels of
the Army. It requires perhaps 8~10 years of patient and diligent effort
by knowledgeable commandetrs who accept and use OE &and OE trained personnel.
This level of change cannot and should not be mandated or over engineered.
It can only be continuously nutured so that OE has an opportunity to
demonstrate its full potential in a wide variety of mission essential
areas.

Both of these aspects of institutionalization should be carefully
articulated to avoid sending mixed messages to the field and creating
confusion. As long as commanders have discretionary authority for using
OE and OE trained personnel have a legitimate and well-supported
operational role in the structure, the creation of an OF capability will
not be an affront to the Army.

It is also important to recognize that OE has emerged as a unique
and essentially 'grass roots" effort from within the Army. It is not
a top-down driven program. Its acceptance and continued application has
been and should continue to be predicated on its demonstrated value to
user units., Lack of demand for the expertise and consulting abilities
of OESOs is clearly not one of the conatraints that is impeding the
institutionalization of OE.

3/Chief of Staff remarks on OE at the 1976 Army Commanders' Conference
are presented in Annex A.
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Ten guidelines are offered in the following paragraphs. Collectively
they romprise what is considered to be the most appropriate strategy for
ach .ng the goal of institutionalization.

Understand the Nature of OF and Trust the Process.

OE concepts, methods, and skills are derived from applied behavioral
science and management as well as successful command and leadership
practices. As a technology OE is designed to broadly and constructively
impact on organizational processes, such as communications, problem
solving, coordination, decisionmaking, goal setting, and planning, which
are essential to mission accomplishment and combat readiness. Judgements
as to what OE methods are used and the interpretation of unit assessments
are left to the chain of command and not the QESO. OE by its very nature,
therefore, reinforces and supports the chain of command, proven leadership
and management principles, and the core values of the Army,

The organizational processes, which are the target of OE, are dynamic
in nature and are distinctly shaped by peoples' attitudes and behavior.
It is, therefore, quite understandable that people who are initially
exposed to the concept of OE say that it is nothing more than common sense
and good leadership. Since this technology is oriented on the total system
aspects of an organization or command, it is also a natural initial
reaction to fear OE as a possible encroachment on an individual's authority
and a threat t~ one’'a self perception as a leader or commander., From
past experience we know that the only way people will overcome these
concerns and fears is for them to be involved in the application of OF
where it has relevance to them professionally and personally. Lengthy

intellectual arguments, directives, and grand pzonouncements simply do
not work.

OE is deaigned to challenge and stretch peoples ideas and assumptions
about how organizations function and how they can better contribute both
individually and collectively, to improving the unit of which they are
a part, We also know from experience that the use of OE has at least
three predictable results (1) improved communications, (2) improuved
teamwork, and (3) increased involvement of people at all levels in
accomplishing the mission. Since these results are virtually guaranteed,
OE can be considered a "no~lose" proposition, which tends to sell itself
once it is put into use on & consistent basis, It is critical to realize
that these payoffs are present so that the Army avoids the temptation
to over engineer the acceptance of OE.

Create the Structure and Capability for OE Without Dramatic Pronouncements.

The vast majority of the work that needs to be done in this area can
be accomplished simply and decisively through normal staff channels with
top level interest. The time phased plan for institutionalizing OE, which
is contained in this report, provides the Army leadership with the key
actions, check points, and coordinating mechanisms for this to occur.

The only danger in this process is that OE is an internal Army initiative
and as such can become easily sidetracked unless it is given a high
priority and consistent top level attention.
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Pay Careful Attention to the Quality Control of OESO Selection, Training,
and Utilization.

The term "quality" is subject to a wide variety of interpretations
and the Army is limited in the extent to which some ultimate criteria
can be used to ensure quality is continuously emphasized in this area.
It is dangerous to assume that MILPERCEN can address all facets of the
quality iesue and that most everyone selected to attend OETC is predisposed
and trainable as an OE consultant. 1In a desire to quickly expand the -
number of OE trained personnel in the Army, we are beginning to increase
the risk of subtly and significantly dilluting the quality aspects of
OE. The subsequent utilization of OE trained personnel beyond the first
tour is also a matter of concern., If a selected number of well qualified
and experienced OES0s are not reutilized and do not receive additional
professional training, we run the risk of establishing a mediocre OE
capability.

Use OE in Direct Support of Mission Essential Requirements.

The introduction of OE into the Army as a new capability will be
perceived, at least initially, as an "add on program," which diverts a
unit from accomplishing its primary mission., Although this is a
predictable reaction, it is important to quickly focus OE methods and
trained personnel in direct support of mission essential requirements
such as training, maintenance, and administration, as a normal part of
day-to-day operations.

Ensure the Total Army Chain of Command is Responsible for Managing and
Using OE.

We know from experience, within and outside the Army, that the only
way OE can be institutionalized is for the chain of command to be actively
involved, supportive, and responsible for its application. A staff
function and a group of specialists cannot assume this role. One of the
major findings of this report is the lack of a shared understanding on
the part of senior officers about what OE is and how it vhould be used.
1f this is not addressed rather expeditiously in the next 1-2 years, OE
will be relegated to the status of another "gimmick' that had a short
existence.

Another facet of this guideline is the orientation of OE trained .
personnel. As people become trained and educated in a new technology,
there is a natural tendency for them to jealously guard this new knowledge
and skill as a way of establishing their legitimacy and identity.
Hopefully, OESOs are being trained as consultants who are interested in
translating and sharing their expertise and permitting commanders to take
responsibility for the implementation of OE. This is probably an
idealistic assumption and the Army needs to carerully guard against this
pitfall,
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Maintain a Decentralized, Diversified, and Tailored Appreoach to the Use
of OE.

1t is perhaps obvious that OE cannot be institutionalized from
Headquarters Department of the Army and even a major command headquarters,
However, the pressurea for uniformity, predictability, inspecting, and
reporting can lead to a situation where OE progressively becomes a
mechanical procedure, which is void of any relevance to unit needs., In
addition, OE methods that work in one situation for 4 commander might
be rushed into application again without benefit of a careful assessment.
This tendency to find short cuts tends to be extremely counterproductive
and leads to a "technique' oriented application of OE., The technique
is not what ia important, 1t is its tailored application and
appropriateness to furthering the accomplishment of the mission.

The Army needs to pay special attention to this facet of
institutionalizing OF and be willing to tolerate and manage diversity.

Maintain a Balanced and Evolutionary Approach to the Establishment of
an OE Capability.

The lack of trained OE personnel in TRADOC and at HQDA to accomplish
doctrine, training, and policy functions is a serious shortfall at this
point in time. This situation should be rectified rather expeditiously.
However, other MACOMs are at different points on the spectrum with regard
to establishing an OE capability and their needs are different. The Army
should avoid at all costs a massive push to have all MACOMs fully staffed
within a short period of time. Staffing the structure should proceed
with priorities that reflect the most essential needs of the Army and
the MACOMs understanding and experience with OE. This guideline should
also be followed by a MACOM to avoid spreading OE assets a "mile wide
and an inch deep."

Tolerate a Healthy Skepticism Toward OF and Encourage a Willingness to
Trz It.

Frontal assaults on people who are skeptical about OE usually fail
and tend to increase resistance. On the other hand, people who are quickly
sold on its value and become vocal zealots without any skepticism are
prone to misuse and abuse the technology. OE is not a panacea and ia
best applied by people who understand its strengths and limitations.

Elevate OE Applications to Higher Levels in the Army Structure.

The majority of current applications of OE are occurring at battalion
level and as internal improvement activities in staff organizations.
Although OE clearly has a payoff at these levels, long-term sustainable
improvements will not result until these efforts are linked to higher
organization levels, e.g., division, corps, installation, MACOM, and HQDA,
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Systematically Gather Evidence of the Widespread Applicability of OE

and Its Impact.

There are essentially three reasons for this guideline. First, the
Army cannot devote resources to OE without a comprehensive and well
documented understanding of its applicability and impact. Strategically
this information must be convincingly provided at the higheat levels,
such as DOD and Congress, to assure the long=termn survivability of OE
as an institutionalized capability, Second, the widespread applicability
of OE has not been documented although the evidence exists. As a result,
there is a lack of a substantive appreciation of OE and lessons learned
on the part of senior officers., Third, the Army's capability to refine
and extend the application of OE as a technology and OE training is
dependent on an ability to consistently document and analyze accumulated
experience,
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i ) PRINCIPAL FINDINGS AND RECOMMENDATIONS

I I. STRUCTURE AND STAFFING

f_ A. The current OE structure and staffing is not adequate to support
: - the Army-wide institutionalization of OE.

B. There appears to be increasing requirements for OE trained
personnel above original HQDA estimates.

; C. There is no commonly recognized list of OE functious to serve
W as a guide in determining an adequate astructure for the Army.

D. Absence of a stable structure, increasing student loads, and
turbulence at OETC has had a negative effect on mission accomplishment.

| Recommendations.

o A

1. Use the OESG concept paper, "Army-wide OE Capability" (Annex B),
as & basis for defining and establishing this capability and creating
a systematic review process for refining OE structure and staffing
requirements.

2, Establish guidance for minimum and maximum staffing required to
provide an OE capability and publish to MACOM.

o

¥
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! k 3., Direct MACOM to convert all required OE spaces, formally
: establishing necessary structure.
'E:

4, 1ldentify, clarify, validate, and document OF functions at all
levels, to include those requiring AERB validated positions.

5. Determine the role of NCUs and DA civilian personnel in OE,

ITg o St e

6. Establish (a) an OE Division in ODCSPER, DA and a (b) staff element
for OF consulting in MD(OCSA) consisting of five-~seven OF trained personnel
headed by an 0-6.

7. Assign an OE qualified individual to OCSA to (a) provide direct
consulting advice to the CSA, (b) track and review progreds in implementing
OESG recommendations, and (c) monitoring Army-wide OE activities and
initiatives.,

8 SRR AR e B
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(% 8. BSupport TRADOC realignment of OETC directly under its headquarters
‘ by providing training spaces and ascigning qualified personnel sufficient
to meet expanding missions/tasks, especially in the functional areas of
combat development, training development, evaluation, and instruction.
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II. EDUCATION AND TRAINING

Findings.

A. Efforts to instituitionalize OE in the Army have promulgated ad
hoeracy in training management.

B. While TRADOC schools have begun to integrate OE in NCO and officer
courses, there is confusion regarding what should be taught. The

introduction of OF into precommissioning courses has not been fully
addressed,

C, Training and education in OE generally requires a high degree
of experience and technical skill on the part of combat development,
training development, and subject matter experts involved in instruction.

D. Senior officers do not adequately underatand the technology of
OE and how to fully employ OESOs as a command=-wide capability.

E. Confusion exists throughout the Army concerning the relationship
between Resource Management, Personnel Management, Leadership, and the
Organizational Effectiveness Process,

Fs A requirement exists for graduate education in OE,

-

G. The US Army War College is not teaching OE to its current class.
The Command and General Staff College, however, has made a commendable
effort to instruct its students on OE,

He The OETC developed Leadership and Management Development Course
(L&MDC) is an effective, highly regarded course of instruction.

Recommendations,

l« Place OF training and education into the existing training
management structure and apply the ISD model,

2. Continue ad hoc initiatives to institutionalize OE on a limited
basis, but in coordination with the training management establishment.

3. Establish a clearing house for the production and distribution
of OF training aids and materials.

4. TRADOC continue present efforts to integrate OE in NCO and officer
courses, but expand to include precommissioning courses.

5. Non-TRADO” schools initiate efforts to integrate OFE and coordinate
with TRADOC,

10
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6. Conduct seminars for CD/TD personnel and training managers to
create an understanding of OE and experiential learning methods.

7. Develop a continuing training program to train those inidividuals
who will be responsible for presenting OE instruction at the service
schools.

8. Adopt a diversified strategy of informing senior officers about
OE which capitalizes on (a) existing educational forums (b) chain of
command involvement and (¢) learning situations where individuals can
translate this knowledge into immediate application with the benefit of
OE trained personnei.

9. Ensure that commanders' courses currently under development include
appropriate OF instruction,

10, Determine the most appropriate method and means for providing
OE instruction to (a) command designees (05-06), (b) OF line and staff
managers, (c) selected general officers, and (d) BG demignees.

11, Continue the Army policy that supports the concept of OF as a
process which flows out of the behavioral sciences.

12, Determine appropriateness of including L&MDC in NCO and basic
officer education., 1If appropriate, recognize it as an offical Army course
of instruction.

III. MANAGEMENT

Findings.
A. The CSA needs to continuously emphasize his personal interest

in OE and to periodically evaluate the progress being made with its
institutionalization,

Bs The growing number of OE activities through the Army needs to
be baetter coordinated.

C. There inm a critical need for key OE staff personnel to stay abreast
of OE activities in other services.

D. Another independent assessment should be made with 2 years to
reavalute progress in institutionalizing OE,

E. The US Army Administration Center OE Work/Btudy Program is a
comprehensive and general plan for institutionalizing OE in the Army.

Recommendations.

l, Implement the OESG report.

11
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2+ CSA become involved in OE activities appropriate to his level
in (a) DA Staff, (b) major commands, and (c) Army Secretariat.

J. CSA continue to emphasize OE through forums such as-conferences,
meetings, weekly summary articles, and visits to the field.

4. Write a HQDA OE plan for FY 78 for the expanded implementation
and conduct of OE activities within the Army Staff,

5. Conduct in progress reviews (IPR) on specific OE actions to ensure
substantive and timely coordination,

6. Develop a revised and expanded agenda for the ODCSPER General
Officer OE Steering committee which allows for planning by actlon officers,
prior to the meeting, and more interaction by the general officers.

7. Use the ADMINCEN Work/Study Program as a planning and staff
coordination mechanism and refine consistent with the OESG findings and
recommendations.

IV. POLICY AND DOCTRINE

Findings "

A. Current Army policy and doctrine on OE are inadequate.

B. There is considerable confusion about the primary duties and role
of the NESO in relation to RR/EO, comptroller, and IG staff functions.

C. There is general concern about how the IG will examine OE staff
functions.

D. The technical system to support OESOs is not well defined and
its adequacy varies across major commands.

E. Limited implementation of OE has been initiated in the Reserve
Components and presents unique challenges.

Recommendations,

1. Publish an Army Regulation on OE.

2., Publish appropriate OE doctrinal literature and information, such
as a Commanders' Handbook on OE.

3. Revise current doctrinal literature, such as FM 22-100 and FM

101-8, to include OE. B

4. Develop and test the concept of the combat role of the OESO. !

12
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S5, Provide appropriate OE {nstruction and information to RR/EO,
comptroller, and IG personnel and likewise provide instruction on these
functions to OESOs,

6. Amend, where appropriate, Army regulations, circulars, pamphlets,
policies, etc,, pertaining to RR/EO, comptroller, and IG functions to
provide clarification and support for OE.

7. Describe and sanction an OE technical support system and provide
appropriate guidance for managing and sustaining this system.

8. Develop = ptan for the introduction of OE into the Reserve

Components, to iu-!.de identification of required resources and expand
OE consulting assiastance.

9., Augment OE staff elements in ODCSPER, DA, and MACOM headquarters

with MOBDES personnel to support OE planning and implementation activities
in the Reserve Components.

V. EVALUATION AND RESEARCH

Findings.

* A. There is a need for quantifiable research and evaluation programs
to support the refinement of OE technology as it pertains to the Army

as well as OE poliey, doctrine, and training.

B. The link between ODCSPER and ODCSRDA on OE research needs
improvement.,

C. The US Army Research Institute (ARI) Five Year OE Research Plan
is improving and must be implemented in FY 78,

Recommendations.

l. Coordinate and incorporate appropriate OE research and study
requirements in the OETC Evaluation Plan, the ARI Research Plan, and the
ODCSPER Study Program.

2+ Obtain sufficient numbers of well qualified OE research personnel
to support the ARI Five Year OE Ressarch Plan,

3. Strongly support the ARI unfunded FY 79 6.3 OE advanced development
research request.

4. ARI complete detailing of the OE Research Plan; incorporate all
relevant Army research needs; obtain final approva: from ODCSPER, DA;
and initiate scheduled research efforts in FY 78,

13
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VI. ASSTUNMENT, SELECTION, AND UTILI1ZATION

Find ing_.

The expansion of OE in the Army requires personnel management
procedures for the selection, assignment, utilization, and professional
development of OE personnel which are clearly enunciated and understood.

Recommendations.

l. Provide MILPERCEN policy and guidance reference the priority
relationship of OE to other priority assignment considerations,

2, Assigh additional staff officers to the OE personnel management
functions in MILPERCEN.

3. Provide MACOMs with policy guidance on minimum utilization (in
terms of time) of 52 personnel.

4, Publish policy and guidance on stabilization of OESOs for at least

18 months after graduation from OETC.

5. Monitor key OF management positions,

6. Develop more specific criteria, other than general disciplines,
for identifying individuales with appropriate educational backgrounds in
OE,

VII. PROFESSIONAL TRAINING OF OE TRAINED PERSONNEL

Finding.

OE Staff officers need additional professional training.

Recommendations.

1. Conduct OFE training courses and activities on a regional basis.

2, Designate a single proponent agency for OE technical information.

3. Collect, disseminate, and publish OFE technical information.

4. Legitimize professional OE training activities in policy and
guidance documents and support at MACOM level.

5. Develop nonresident inetructiom in OE-related skills.

6. Develop a series of short training courses in advanced OE skills.

d i7. Conduct refresher training for OETC graduates returning to OE
uties.,

14
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VII1. EXTERNAL CONSULTING

Finding.

OESOs require outside support in the form of civilian and military
consultants to assist in initiating and reviewing activities.

Recommendations.

l. Maintain an Army policy of using civilian consultants on a
selective basia to support specific OE activities and training.

2. lssue definitive guidance on the selection and use of civilian

consultants, associated budgetary matters, and reviewing OE contract
activities,

3, Devote a portion of the OETC curriculum to educating OESOs on
contract processes and working relationships with external consultants.

4. Establish an Army OF strategy advisory group comprised of prominent
civilian consultants for periodic assistance in reviewing Army-wide OE
implementation efforts.

IX. OE OPERATIONS

Findings.

A. The use of OE and OF trained persounel can lead to significant
improvements in unit performance provided this technology is focused on
mission essential requirements and is tailored to a unit,

B. OES0s are generally viewed as well trained and are best assigned
in teams.

Recommendations.

l. Widely publicize the results of OFE applications, to include the
publication of articles and case studies.

2. Indicate in the Army Regulation on OE that the duties of OE trained
personnel are full time.

3. Establiah a policy that "a minimum of two OESOs will be assigned
to divisions, installations, and major command headquarters and will not
be assigned below these levels, unless authorized on an exception basin."

4. Encourage commands to support close professional relationships

and mutual assistance between OESOs, on a geographical basis, regardless
of the command to which they are assigned.

15
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5. Include instruction in the OE Staf{f Officers Course on (a) OE
applications in the areas of installation and project management, community
development, hospital management, and others as appropriate; (b) design
skills involving transitioning units from the assessment to the
implementation phase of the OE process and (c¢) methods for evaluating
OFE activities and documenting OE experiences and lessons learned.

X. INFORMATION

Findin‘-

There ia a general information void on OE at all levels in the Army.
Recommendations.

1. Implement a HQDA OE Information Plan,

2., Publish OF information in the CSA Weakly Summary.

3, MACOMs establish their own OE Information Plan.

X1, RESOURCES

Findings.
A. There is a lack of general guidance on budgeting for OE activities.

B, The lack of an Army-wide General Organization Questionnaire
(GOQ) Survey capability has hampered the conduct of OE activities.

C. More suitable facilities may be required for the OE Training
Center.

Recommendations,

1+ Publish HQDA budget guidance for OE and MACOMa provide budget
planning guidance to subordinate commands.

2, Continue development of the OE data processing syitem.
3., Approve the GDQ Survey package as a standard Army asystem.

4, Determine and obtain the most appropriate facilities for OETC.

16
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I1 = MAIN BODY

A. BACKGROUND.

On 17 November 1976, the Chief of Staff formed an Organirational
Effectiveness Study Group (OESG). The mission of this study group was
to assess the current status of Army-wide Organirational Effectiveness
(OE) activities and training and to recommend an appropriate strategy
and courses of action for institutionalizing this technology.

The OESG was originally constituted with three individuals, who had
indepth experience with OE management and consulting activitiea at various
levels==from troop units to Headquarters, Depactment of the Army. A fourth
study group member was added on 1 January 1977 to provide TRADOC
representation in this effort,

Chief of Staff guidance emphasized that the study group would operate
in a consultative manner and would provide assistance for ensuring that
an Army-wide OE capability is institutionalized with an emphasis on
quality, This approach was taken to (1) permit a free and open exchange
of information and perceptions; (2) avoid slowing down or stopping command
initiatives that were already underway; (3) minimize the possibility of
causing overaction, and (4) respect the authority and responsibilities

of Staff agencies which are assigned proponency for various facets of
OE mattera.

This study is concerned primarily with the long-term development and
sustainment of an Army=-wide OE capability from the standpoint of
organization, staffing, resources, and mangement requirements. It is
not & general inquiry into the state-of~tha-art of OF as a technology.
Lessons learned from applying this technology in the military are
incorporated in this report where they relate to structural and managerial
issues and to the strategy for cultivating an euvironment that is receptive
to this technology.

The orientation of the study reflects a commitment to bring OE on
line as a technology in & substantive and deliberate manner and to fully
integrate its use by the chain of command across all levels and functional
areas, The establishment of this capability is a top priority Army goal
and is mandatory in nature.

The process of using OF methods and expertise, which is distinct from
esatablishing an OE capability at multiple levele in the Army, is a
voluntary matter that ias left to the discretion of commanders. This
crucial distinction between capability and process is based on the
following precepts which indicate that the OE process works best:

(1) With top-down chain of command involvement, support, and
ancouragement rather than by mandate.
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(2) when techaiques are carefully adapted to fit local command needs
with the assistance of technically qualified personnel rather than broad
mechanical applications of a single technique.

(3) When focused in direct support of mission sssential tasks and
decisionmaking process rathier than as an add-on program.

(4) When used "to make good units better" rather than as a panacea
or quick fix for solving problems.

(5) When commanders, who directly use the services of OE trained
personnel, are provided unit assessments on a confidential basis which
preserve individual anonymity and focus on organizational processes rather
than evaluations of an individual's competence.

The Chief of Staff underscored this distinction between the mandatory
and voluntary aspects of OE at the 1976 Army Commanders' Conference.
He also added that "those commanders who do not choose to personally use
this technology should not preclude their subordinates from using it."”
A complete text of his remarka appears at Annex A to this report.,

In summary, the OESC was created to provide an impetus for establishing
and sustaining an Army-wide capability for employing OE concepts, methods,
and trained personnel and to assist in the formulation of a strategy for
guiding and managing thie capability.

B, METHODOLOGY.
General .

Given the complex and dynamic nature of this mission, the OESG used
comparative analysis as the study methodology. The approach simply
consisted of a subjective comparison between the current and desired status
of DE in the Army. This was jointly accomplished in close coordination
with five major commands and eight Army Staff agencies and field operating
agencies. It included contact with the Chief of Staff, the Deputy Chi«f
of Staff for Personnel, and senior stafl officers from the Training and
Doctrine Command, all of whom received periodic update briefings as this
study progressed.

Schedule of Activities.

During the period 17 Nov - 21 Dec 76 the OESG conducted a preliminary
assessment of Army-wide OE efforts by focusing on activities within and
between Army Staff agencies and the Training and Doctrine Command, Thie
phase terminated on 22 December with an update briefing for the Chief
of Staff to ensure that the direction of the study was in consonance with
the OESG charter., The OESC was given approval to accomplish th2 following
tasks as a result of this briefing: (1) prepare a Chief of Staff
Memorandum (CSM), which tasked selective Army Staff agencies to initiate
certain time sensitive actiona which were supportive of the study objective

18
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and could not await receipt of the final report (Annex C), (2) draft a
concept paper which describes the general parameters of an Army-wide OE
capability and suggested procedures for establishing this structure (Annex
(3) develop a time-phased plan for instituitonalizing OE,-which is
essentially reflected in Section III of this report.

This assessment was broadened during the period 22 December 1976 to
March 1977 and draft findings were prepared. The OESG planned and
conducted a 4-day conference on 22-25 March with 25 OE staff personnel,
who represented a number of major commands and Army Staff agencies. The
purpcse of this conference was to review the draft findings and develop
appropriate recommendations which would be used &s the basis for a time
phased plan. Attendees were asked to have these draft recommendations
informallly staffed upon return to their respective organizations. Follow-
on briefings and informal coordination were conducted from 25-30 March
and a draft final report was prepared.

On 7 April 1977, the Chief of Staff received the final briefing and
approved the report. A copy of the memorandum for record on this briefing
appears at Annex C, At the request of the Chief of Staff an abbreviated
briefing of the study was presented to the Army Staff Council on 20 April
and copies of the draft final report were provided to each attendee.

Due to the subjective nature of the study, this sequence of activities
provided greater assurance that the findings and recommendations were
comprehensive and valid. It also increased commitment to act on these
recommendations on the part of those commands and Staff agencies which
have a primary role in the furtherance of OEF in the Army.

Analytical Framework.

An analytical framework conasisting of 11 categories was developed
by the OESG to focus the scope of the study. This framework was heavily
oriented on the management and organizational requirements for
institutionalizing OE rather than an examination of the state-of-the~art
of OE as a technology. These categories, which are listed below in the
order in which they appear in this report, provided the basis for the
interviews and the topics around which findinge and recommendations were
developed. In most cases, an audit trail approach was used to assess
the differential impact of policies and actions in each of these areas
at various levels in the Army.

19
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Study Categories

(1) Structure and Staffing (7) Professional Training of
OE Trained Personnel
(2} Education and Training
(8) External Consulting
(3) Management
(9) OE Operations

(4) Policy and Doctrine (10) Information
(5) Evaluation and Research (11) Resvurces

(6) Aasignment, Selection, &
Dtilization

Data Collection,

Data was obtained using semi-structured interviews with a wide range
of people who are responsible for policy, doctrine, training, personnel
gelection and assignment, staff management, consulting and research
activities. In particular, the OESG emphasized discussions with commanders
a&nd staff officers who were using OE trained personnel.

About 30 general officers were interviewed, Overall the OESGC tapped
the views and experiences of 13 major commands and 13 Army Staff and field
operating agencies. Thia was accomplished either directly with staff
visits or indirectly through discussions with points of contact. 1In some
inatances where members of the OESG had recent prior knowledge about OE
activities in a particular organization, no formal contact was deemed
necessary. A total of 17 CUNUS installations and 11 service schools
were visited in addition to elements of US Army Europe, the Naval Post
Craduate School, and the Navy Human Resources Management training
facility. A detmiled list of these organizations appears at Annex E.

The data collection efforts were further complemented by the results
of the Phase 1 of the 3 1/2 year OETC Evaluation Program. This more
sophisticated data~based analysis, which initially focused on the extent
to which OE is being accepted in the Army, was accomplished independent
of the OESG activities. It included the views of 132 OESOe, command and
staff perdonnel, and units which have used OE consulting support.
Collectively, the Phase 1 results reflect the atatus of OE at 58 Army
locations in the CONUS, Korea, Hawaii, Alaaka, and Europe. Some of the
user units have been involved in OE applicatious for more than 18 months.
The majority of the OESC observations were substantiated by this evaluation
effort.
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Other OESG Activities.,

1. Meetings and Briefings. The OESG attended a variety of meetings
and briefings which were conducted by agencies which have rvesponsibilities
for various facets of NE. Three of the more crucial forums were as
follows:

(a) ODCSPER General Officer OE Steering Committee meaetings on
15 December 1976 and 30 March 1977,

(b) TRADOC OE Instruction meeting in January 1977 at Ft Ord.

(c) ARI OE Working Conference on R&D plans, programs, and requirements

on 9-10 February 1977,

)
1

2, Review of Staff Actions. The close working relationships which
were established with ODCSPER, DA and the existence of OESG within the
Office of the Chief of Staff led to the OESG review of selected staff
actions on OE matters. This included items, such as the draft Army
Regulation on OFE and various correspondence.

3. Participation in OE Activities. On occasion the OESG was asked
to directly participate in OE activities. This provided an opportunity
to directly obaerve applications of OE and obtain a more indepth
perspactive of their impact. This included activities, such as designing
and conducting a 2-hour OF orientation for the BGC (Designee) Conference
on 3 March 1977; participating in the OE Workshop at C&GSC on 8~9 March
1977; and attending a commanders' conference on OE at Ft. Hood, TX, in
summer 1976.

Summary.

The method of comparative analyais is highly dependent on obtaining
valid and useful subjective judgements from a variety of people. This

was a difficult and complex process considering the dynamic and fluid
status of OE in the Army.

The OESG role was, therefore, a mixture of study, consultation, and
on occasion direct staff action, The OESG members approached this task
with the full realigation that recommended and approved actions would
be implemented by others. For this reason, the OESC attempted to fully
capitalize on ongoing OE initiatives and involve these commands and Staff
agencies which have major vesponsibilities for Army-wide OE activities
and training. To the maximum extent possible, this was sccomplished given
the breadth of the study and time constraints.

21




C. FINDINGS AND RECOMMENDATIONS.

This section presents in detail 36 findings and 119 recommendations
which are grouped under 1l major categories. An explanation 4is provided
for each finding. Responsible agencies, completion dates, and control
measures are specified for each recommendation. Collectively these
recommendations are a time-phased plan for institutionalizing OE in the
Army, although they are not presented in chronological order.

For ease of reference the findings and categories are categorized
and tabbed as follows:

TAB CATEGORY

1 STRUCTURE AND STAFFING

11 EDUCATION AND TRAINING

11 MANAGEMENT

1V POLICY AND DOCTRINE

v EDUCATION AND RESEARCH

V1 PERSONNEL SELECTION, ASSIGNMENT, UTILIZATION
128! PROFESSIONAL TRAINING OF OE TRAINED PERSONNEL
Vi1l EXTERNAL CONSULTING

X CURRENT OE OPERATIONS

X INFORMATION

X1 RESOURCES

The primary focus is on actiona to develop an Army-wide OE capability
with a secondary emphasis on the use and/or institutionalization of the
OE process. Most recommendations specify actions for determining
definitive answers rather than providing those answers. The following
priorities are offered as a way to interpret the relative degree of
emphasis placed on the recommendations:

22
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PRIORITY #1. Proceed to establish and legitimate an Army-wide OE

capability and infuse additiocnal OE expertime and resources into
TRADOC schools and HQDA; with particulur emphasis on the
following areas:

o OE Policy and Doctrine

o OE Education and Training

o Selection, Training, and Utilization of OESOs

PRIORITY #2, Expand OE implementation efforts in the following

commands and Staff agencies,

o HQDA o TRADOC Installations
o FORSCOM o DARCOM
o USAREUR

PRIORITY #3, Expand or start initial OE implemiantation efforts in

other major commands.

PRIORITY #4, Initiate planning and expand OE pilot projects in the

Raserve Components,
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. STRUCTURE AND STAFFING
FINDING
A. The current OE structute and staffing is not adequate to support the

Army-wide Institutionnlization of OF,

EXPLANATION

Because of the effort to provide a maximum OE capability to the Army in
a minimum time period, a thorough asscssment of the requirements for struc=—
ture and staffing was not completed. Optimal staffing requirements for all

types/levels of organization were not determined, and of theose positions that
were ldentified, not all were validated and documented in TAADS. OF functions

at various levcls have also not been complately identified/defined/assigned.
Although commands and Staff agencies are desirous of using OF trained NCOs
and DA civiliang, the role of NCOs and DACs 1s undetermined, The assignment

of saenior officors to key positions with responsibility for OE policy, doctrine,

training, and command-wide implementation has generally been accomplished
without regard to their prior experience and qualificationsa in OE. This has
resulted in considerable confusion in HRD staff elaments on how to organize,
staff, and appropriately support O&,

Positioning of, OF ataff elements requires considerations over and above
the straightforwand placoment of OESOs within a DCSPER/GL/DPCA organization,
In ganeral, OFS0s who function as consultants should be located where they
can best support the chain of command and be accessible to the units they
support. At higher headquarters (Corps, MACOM, HQDA) there 18 a need for
OF consulting experience with some limited augmentation by contracted
civilian professionals, Initial staffing has boen primarily ad hoc due to
the lack of structure and will continue to be ad hoc with shortfalls in
trained personnel until the structure iy developed.

Commmanders and heads of Staff agencles are reluctant to internally
reconfigure oxldating resources and spaces to support OE functions without
straightforward guidance from higher licadquarters and a clear opportunity
to obtain relief from other functions/activities. The situation with
regard to OE spaces and tralned personnel varles among the major commands
and Staff agencles. This I8 a function of available resources, existing
priorities; command commitment, managerial understanding of OF, and the lack
of a well defined and coordinated staff system for supporting OF activities
and training, This 18 especially apparent at HQDA an ¢ in some MACOM head-
quarters., For oxample, ONDCSPER does not yet have an adequate staff structure
with appropriately qualified personnal to accomplish Army-wide policy
requirements. An OF consulting capability in OCSA to support HQDA Staff
agencies {8 not yet established. TRADOC has taken action in the combat
development, training development, and DCSPER areas,
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Institotlionalization of an Army-wide OF capabllity requires 4 concentrated
effort to tdentify, clarify, and validata all 0OE/OESO functions and positions
currently in existence and to givae clear-cut directions on how to proceed with
future structure and staffing refinements, After minimum requirements are
determined and promulgated hy HQDA, commands and Staff agencies dre in the
best position to determine the most appropriate way to configure, support, and
amploy OF asscts after conducting introductory OE activities for 6=12 munths with
military OE consulting support,

Therefore, current staffing levols ara {nadequate to meat the demand for OF
sarvices, to Include the level of expertise required in service schools, OE
management positions, and OESO positions, Commanders and ataff managoers at all
levels must exercise croativity in identifying and resolving many key lssues
facing thu establishment and use of an OE capability command or Army=-wida.

RIECOMMENDATTONS
RIISPONSTIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
1. Use the OESG concopt paper, ODCSPER Apr 77 CSA Briefing

"Army=-wida OE Capability, "as

a banis for defining and
establishing this capabllity and
cruating a systematic review
process for refining OF structure
and staffing requirements (See
fnnex B) .

*GOSC=IPR (Quarterly)

2. [Establish guidance for minimum ODCSPER 1 May 77 ODCSPER Action
staffing required to provide an

Army-wide OF capability and

publish to MACOM,

3. Datermine role of NCO in OE. TRADOC 1 May 77 GOSC=IPR (Quarterly)
und OLCSPER Action

4. Refine guldunce for OF ODCSPER 1 Jun 77 ODCSPER Action

staffing based on MACOM (Publish OE Army

input, Regulation)

5. Direct MACOM to convurt ONCSPER 1 Jul 77 GOSC~1PR (Nuarterly)

all required OE spaces,
formally establishing necessary
structurae,

and ODCSPER Action

*ODCSPER Gencral Officar Steering Committee - Inh Proceds Review,
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RESFONSIBLE

AGENCY

COMPLETLON
DATE

CONTROL.
MEASURFES

6. Train required number of OESO

with training load indicated by
revised structure,

7, ldentify, clarify, validate,
and document OE functions at
all levels.

8., Determine what academic
disciplinos are Ob=related
spaced raquiring AERB valida-
tion, .8,y OE managers,
sarvice school staff, key

OESO on MACOM, and HQDA staffs,

9. Roview existing structure
to determine if functions are
aduquately staffed,

10. Raeviso structurae and
staffing raequirements based

ot determination of OF functions
and AERB requirements,

11, Dotermine role of DA
civilian (DAC) parsonnel
in OE.

12, Datermine requirements for
NCO and/or civilian (DAC)
OF trailned personnel,

13. Validate and convert spaces
required for NCO and/or civilian
(DAC) OFE personuel,

14, Cuase training of NCO and
civilian (DAC) personnel at ORTC
until actions recommended in

3, 11, 12, 13 gbove have bean
complated.

TRADOC

‘ODCSPER

w/MACOMa

ODCSPER

& TRADOC w/'

MACOM
Input

ODCSPER

ODCSPER

TRADOC

ODCSPER

MACOMs

TRADOC
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Continuing

1 Aug 77

1 Aug 77

1 Sep 77

1 Oct 77

1 May 77

1 Nov 77

1 Jan 78

Immediately

GOSC~IPR (Quarterly)

GOSC=IPR (Quarterly)

GOSC~IPR (Quarterly)
ODCSPER Action
CSA Briefing

GOSC~IPR (Quarterly)

and ODCSPER Action

GOSC~IPR (Quarterly)
and ODCSEER Action

ODCSPER Action and
GOSC-IPR (Quarterly)

GOSC=IPR (Quarterly)

GOSC=IPR (Quarterly)
and ODCSPER Action

TRADOC Action
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FINDING

B. There appears to be increasing requirements for OF trained personnel above
ortginal estimates, -

EXPLANATION

The optimal OF staffing for major command headquarters, CONUSA headquarters,
divisions, installations, and some separate brigados or commands which are
gaographically dispersed appears to include the followingt Four-six trained
parsonnel (a mix of officers, NCOs, and DA civilians)} one survey officer} and
one clerk typist., Optimal staffing to support the Army=wide OFE responsibilities
of ODCSPER, HODA appears to necessitato a division vrganizational astructure
headud by an 0=6. To provide an OE consulting capability to the Army Staff, the
optimal staffing appears te bo five=devan OFE krained personnel {a mix of officers,
04-05, and DA civilians) headed by an 06,

RECOMMENDATIONS

KSPONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES

1, Establish the followiny OGSA 30 Apr 77 CSA Decision Brief=-
HQDA OF astaffing roquiromentst ing with DCSPER and
(1) OE division in ODCSPER DAS

(b) atuff element in MD(OCSA)

of flve=seven OF trained

personnel headed by an 0=6.

2, Asaign an OF qualified 0OCSA 15 Apr 77 CSA Dociaion Brief-
individual to OCSA to ing by the ORRG

(a) provide direct conmulting

advice to the CSA (b) track

and review progruss in

implementing OESC recommenda=-

tions, and (c) monitoring

Army-~wide OF activities and

in{tiatives.,

3. Establish the optimal OF ODCSPER 1 May 77 ODCSPER Action
staffing as Army policy for (Publication of AR
MACOM HOS, CONUSA NS, division on OE)
ingtallations, and some

soparate brigadus or commands,

which are geographicully

dispersad, at four-six trained

personnal (a) mix of officers,

NCOs, and DA civilians); ane

survey officer, and one clerk

typist, Thie action should be

taken as an interim means until

more refined staffing estimates

are obtained during FY 78 by HQDA,

27
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€. There is no commonly recognized list of OE functions to serve as a guide
in determining an adequate OF structure for the Army.

EXPLANATION

A wide range uf O&=-related functions are being performed by various commands
and Staif agencies, often without having been identified, defined, and included
in unit mission statements or organization and functions documents, These
functions excead the workload capnbilities of OESO8 who are being assigned under
current HQDA policy - two per installation/division and one per separate brigade.
This is also apparent at HQDA, MACOM headquarters and in combat develapment,
training development, and instructor positions within TRADOC.

Tha following functions which are included in the OESG concapt paper, are!

Policy/Plans Consulting
Doutrine Selection/Assignment
Training Instruction
Research/Studies Joint Coordination
Assessmaent Conforencas
Information Long Term Projects
Budget/Contracting Professional Training
RECOMMENDATION "
RESPONSIBLLE COMPLETION CONTROL
AGENCY DATE MEASURES
1. Use the 14 functiona which ODCSPER 1 May 77 ODCGSPER Action

are listed above and defined in

the OESG concept paper as the basis
for determining appropriate OF
structurae (Sau Annex B).

FINDING
D, Absence of a stable structure, increasing student load, and turbulance at
OETC has had a pegative effect on mission accomplishment,
EXPLANATION
Since July 1975, OETC has been subjected to multiple reorganizations; é
significant staff/faculty turnover; lacreases in student load} proposala for '

relocating the center to anothar installation} and multiple requirements to
support combat and training development functions; OF implementation
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activities {n the field; and evaluation functiona. This has had a detrimental
effact on the morale and capabilities of the ataff/faculty and has negatively
impacted on student perceptions of the center and the quality of instruction.
The commander of OWTC has made progress to stabilize the situation, TRADOC has
recently located ORTC directly under ita headquartars.

Since the Army-wide requirements for OLESOs has not heen determined, an
antiual training requirement has not been established, As a result, OFETC
staffing hds been based on projected, estimated training requirements.
Although ORTC is fully ataffed hased on current authorizations, the present
student load exceeds the basis for staffing., ‘The training raequirements for
NCO and civilians are still uncertain, as is the atatus of certain "short
courses," i,e,, SOC and LMDTC.* The lead time for fill of faculty is 7-11
months. The OLTC evaluation program requires an astimated B man-years to
complate (2 MY currently devoted).* Stability of the evaluation staff is
critical. A TDA of 77 spaces has been submitted to support an anticipated
student load of 210 (5 courses/year at 54 studente/courses). This is a
conservative figure derived from an original estinmate of 94 spaces and covers
GESOC training, limited short courses, limited TD/CD and evaluation functiona,

* Survey Officer Course (50C); Leaderahip and Management Development
Training Course (LMDTC); Manyears (MY); Training Development (TD);
Combat Davelopment (CD)3 OF Staff Officers Course (ORSNC).

RECOMMENDATIONS 4
RESPONSIBLE COMPLETION CONTROL .
AGENCY DATE MEASURIS
1. Support TRADOC realignment ODCSPER/ 1 May 77 GOSC=IPR (Quarterly)
of ORTC directly under its 0DCSOPS CSA Briefing
headquarters by providing
training spaces, and assigning
qualified personnel sufficient
to meet the axpanding misaion/
tasks, especially in the
functional areas of CD, TD, /
evaluation, and instruction.
2. Approve the 77 space TDA aa TRADOC/ Apr 77 ODCSPER Action
an interim measure. oDCSOPS
3, Establish requirements for TRADOC Jul 77 TRADOC Action )
short courses, (For current -
courses) ;
[
[
i
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RESPONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES
4, Detarmine short-range annual TRANDOC Jul 77 TRADOC Actilon

training roquirements,

f 5. Revise the OQETC TDA as part TRADOG
: of the training basae raview
process,

6. Determine the training TRADOC
programe for NCO and civillana.
7. Provide for stabiliracion MILPERCEN
or adequate overlap of tho
OETC avaluation staff,

8. Maintain proper staffing MILPERCEN
and personnal stahility at

OETC,

—— ey e p—
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(For minimum
OESO require-
ments)

On determina-
tion of firm
training

raquirements

Jan 78

Continuing

Continuing

TRADOC Action

TRADOC Actlon

ODCSPER Actfion

ODCSPER Action
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I, EDUCATION AND TRAINING

FINDING

A, Efforts to institutionallze OF in the Army have promulgated ad hocracy in
training managoement,

The efforts to get OE in the Army for the most part, have been done outside
of the Army instructlonal system design (ISD) model, There was no front end
analysis, no task list, and no conditions or standards were establighed. The
decision to train OLS0s was made before a structure was identified, spaces
allocated, and ficeld neods; however, such was not the case in the O effort.

To date the structure has not been defined and a burden 1s placed on MILPERCEN
and the training vstablishment to determine training loads, class size, and
instructor requiraments, This ad hocracy has further resulted in massive
energy to Integrate OF in service schools with little puldance given as to
what the {nstruction includes and should accomplish,

The compluxitics of institutionalizing and effectively utilizing an
OF capability roquires education of the total Army leadership. Courses to
accomplish this in the past have been "quickfix" and produced limited succeas.
There 18 aluo a significant shortage of OF training aids and materials, This

"
situation has hindored the eafforts to create an awareness of tha need for an ‘
understanding of OE among the Army leadership.,

The delivery of appropriate OE and OE-relatod instruction to the service
schools 14 a complex and difficult mission, The recent emphasis by TRADOC
and the addition of a special OF Assistant to CDR, TRADOC will contribute
significantly to meeting cducational and training needs and evolving from an
ad hoceracy to routine oporational practices. Constant vigilance and a
varefully coordinated approach over the next 2-3 years s neccssary to .
achiave daslred results,
RECOMMENDATIONS :
RESPONSTBRLE  COMPLETION CONTROL
AGENCY DATE MEASURES
1, Place OF training and TRADOC 1 May 77 TRADOC and
education into the existing ODCSPER Action
training munngemaent structure
and apply the ISD modal.
‘;‘ i
¢
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RESPONSTBLE COMPLETION CONTROL
AGENCY DATE MEASURES
2., Continue ad hoc fnftiatives TRADOC Cotitinuing TRADOC Action
to fnstitutionalize OF on a
Iimited basis, but in coovdination
with the tratuing management
estublishmert,
3, Establish a clearing house TRADOC l Aug 77 TRADOC Action
for thoe production and digeri-
button of OL training aids and
materials,
FINDING

B, While TRADOC schools have begun to integrate OE in NCO and officur courses,
there is confusion regarding what should be taught, The fintroduction of OF
into precommissioning courses has not been fully addressed,

EXPLANATION

on 23 September 1976, CDR TRADOC directed survice school commanders to ©
fntegratu OE in their coursos. A videotape was produced to clarify this
tasking. However, the tasking has resulted in confusion and a wide array
of efforts, Several initial efforts to get OF Into the sorvice schools are
ongulng at CGSC, and Forts Knox, 8ill, and Bllds, The primary confusion
revolvey around OF and individual {nterpersonal effectiveness skill training.
Service school faculties tend to beliave that teaching OE-related subjects
such as communicatlions, decislonmaking, counseling and other subjects, 1s
prima facle ovidence that OE is being taupht. )

TRADOC has taken the initiative to devalop modules for the schools which
should surve to clarify the requirement, Because of the rcal world problem
of searce "platform time,”" it will probably be nucecssary to assert top level
{influence to get the modules Iintegrated into the gervice school POT, Addi-
tionally, these modulces are only addressing the TRADOC institutional courses.
No efforts have yet heen made to integrate OF iu precommissioned training.

Another source of confusion revolves around the L&MDC course. The 0OETC :
and only OETC=certificd L&MDC trainers are permitted to conduct this course,
Many people in the ficld see the association of L&MDC with the OETC and
assume from this association that the conduct of L&MDC instruction la an
alternative to and/or the same as OF instruction, As a result, there has
not bewn any concerted effort to expose NCOs to OE edcuation and training. “»
Experiance in FORSCOM shows that NCOs should receive both L&MDC or other bl
interpersonal sklll tratining, They should also be provided a basic under-
dtanding of the need for and the concept of OE as an organization or unit v
improvement process,
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RECOMMENDATLONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES

1. TRADOC continue with prcsent TRADOC 1 Sep 77 GOSC-IPR (Quarterly)
efforts but expand to include
precommissioning courses.
2, Non=TRADOC schools initiate ODCSPER 1 Sep 77 GOSC~-IPR (Quarterly)
effortas to integrate OE and
coordinate with TRADOC.
3. Include OE instruction TRADOC 1 Sap 77 TRADOC Action
in the POIs of the NCO tNSC~-IPR (Quarterly)
Educational System, CSA Briefing

FINDING

C. Training and education in OE generally requires a high degree of experience
and technical skill on the part of combat development, training development,
and subject matter experts involved in instruction,

EXPLANATION

Exparience inside and outside tha Army on the process of educating leaders
on OE indicates that the training methodology is as important as the training
content., "Hands-on" training methods are as important in this "soft skill"
area as they are in teaching such "hard skills" as marksmanship and vehicle
maintenance. The functions of developing and delivering instruction in OE
can only be accomplished by persons who themselves have been trained in the
methodology as well as the content areas of leadership and OE.

Individuals with this requisite background are scarce in the Army and
are generally not assigned to the training develooments and inatructiocnal
ataffa, The actual delivery of OE education and training, whether as part
of existing curricula in the mservice schools or in specifically developed
short courses to meet specified OE needs, cannot precede the technical
preparation of those who will develop and deliver this training and education.
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RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
1. Conduct a seminar for CD/TD TRADOC 1 Dec 77 TRADOC Action
personnel and training managers to
create an understanding of OE and
experiential learning methods,
2, Develop a continuing training  TRADOC 1 May 77 TRADOC
program to train those individuals (initial
who will be responsible for instruction
pregenting OE instruction at the group)
service schools.
1 Sep 77
(all sve
school OF
instructors
and continuing
thereafter)
FINDING

D. Senior officers do not adequately understand the technology of OFE and
how to fully employ OESOs as a command-wide capability.,

EXPLANATION

Since the introduction of OE into the Army has not been preceded by any
massive information and education e¢ffort, it is undarstandable that a
majority of senior officers do not possess an adequate understanding of OE

and the capabilities of the OESO,

Large scale educational efforts, such as

mandatory seminars or briefings, are usually counter productive and run the

risk of creating a faddish image of OE,

Education efforts are beat focused

in those areas where (1) people would normally expect them, such as the
service schools, BG (designee) Conference, and SCOC*; (2) where the learning
hag an immediate application and is of personal relevance to the individual
e.g,, on~the=job} and (3) where the commander is personally invelved in the
education process, The location of OES08 {n the field further supports this
more diversified approach to educating the Army about OE.

* Senior Officers Orientation Course (SCOC).
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This educational gap at senior levela in the Army does present a few
obstacles to the appropriate application and institutionalization of OF,

First, senior officers who have been involved in OE activities tend to

develup their understanding of the total technology salely in the context

of their personal experience. As a result, there is a tendency to reflact

a general understanding of OE only in terms of a few tachniques, such as
Survey Feedback, and in a specific area whera the techniquaes where employed,
guch as training. This situation can contribute to further confusion around
the queation "What 1s OE?" and can lead to a narrow rather than broad
application of the technology, Secund, senior officers who are familiar and
comfovtable with a technique, which was applicable in one situation, tend to
want to over use this technique across the board without benefit of a
gystematic assaessment of each new situation and the agsistance of an OESO,
This desire to find "short cuts" in the OE process is understandable but
counter productive, Thivd, a few senior officers, who do not understand OF
but have experienced positive results from OF activities, have a tandency to
want to use OESOs as "problem fixers'" or "investigators." Several incidents
have occurred where commanders have put pressure on OESOs to report subordinate
unitv, OF assessments to higher headquartars rathar than leave this decision
as a voluntary matter with the subordinate commander,

RECOMMENDATIONS
RESPONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES

1. Adopt a diversified strategy ODCSPER/ 1 Jul 77 ODCSPER & JRADOC
of informing senior officers TRADOC
about OF which capitalizes on
(a) existing forums,
(b) chain of command involvement,
and (c) learning situations
where individuals can translate
this knowledge into immediate
application with the benefit of
OE trained personnel.
2, Essure that commanders’ TRADOC Prior to TRADOC Action
courses currently under implementa- GOSC~IPR (Quarterly)
development include appropriate : tion of the CSA Briafing
OFE instruction. new CDRs

training

program,
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JSPONSLRLE  COMPLETLION CONTROL
. AGENCY DATE MEASURES

3. Determine the most appropriate TRADOC 1 Jun 77 TRADOC Action
method and means for providing OE

instruction to (a) command

i designees (05-06), and (b) OE line

i and stafl managers,

4. Determine and implement the OCSA 1 Aug 77 GOSC=1PR (Quarterly)
most appropriate method and CSA Briefing
means for providing OF
! instruction to (a) selectad
‘i general officera and (b) BG
[}
]

dasignaous.

| : : 5, Determine what OE ODCSPER 1 Aug 77 ODCSPER and
| instructional capability TRADOC Action
: axists in AMETA* and the

Fedoral Executive Institute,

! ! 6. Provide adequate training TRADOC Continuing TRADOC Action
‘; for OESOs in the OESOC

| curriculm concerning the

! most appropriate means and

! methuds for informing and

] educating sanlor officers

| on OK,

r : 7. Publish CSA Weekly 0CSA 1 Jul 77 OCSA Action
‘ Summary articles providing

appropriate guidance and

X concerns to senior officers

on OF education and

: applications.

. 8. Clearly delineate the ODCSPER 1 Jul 77 ODCSPER Action
| principle of confidentiality
| i and individual anonymity in
? ‘ the Army Regulation on OE so
that commanders can fully
‘ underetand its importunce and
application,

b
‘ *Army Management and Englnearing Training Activity (AMETA).
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FINDING
E. Confusion exists throughout the Army concerning the relationship between

Resource Management, Personnel Managemont, Leadarship, and the Organizational
Effectiveness Process,

EXPLANATION

Past efforts to clearly define OF and to relate it to the broader areas
of leadership and management have baen inadequate, Confubkion exists as to
the nature of the OE process and how it differs from content expertise, OF
ia a procass that focuses on organizational and interpersonal processes and
raaltionships such as communications, cooperation, conflict reseclution, etec.
Although the OESO looks at the total organigational system, he does so from
tha perspactive mentioned above, and is not to be confused with an efficiency
expert or resource manager. This distinction needs to be understood and
presarved,

RECOMMENDATION

RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES

1, Continus the Army policy that ODCSPER & Continuing ODCSPER Action
supports the concept of O as a TRADOC GOSC-IPR (Quarterly)
process which flows out of the

bashavioral sciences; that the

OESO is an organizational process

consultant only.

FINDING

P. A requirement exists for graduate sducation in OE,

EXPLANATION

The OETC lé-week coursa trains an individual in basic OF akilla. It is
evident that additional) expartise im required throughout tho Army in a numbaer
of positions, such as combat development and training development positions,
school faculties, OES0 at major headquarters, and othera.
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RECOMMENDATION
RESPONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES
1. Ildentify appropriate AERB ODCSPER ASAP ODCSPER Action
positions for OE and validate GOSC=-TPR (Quarterly)
these positions, CSA Briefing
FINDING

G. The US Army War Collage is not teaching OE to ita current class., The
Command and General Staff College, however, has made a commendable effort

to inatruct its students on OC,

EXPLANATION

The Army War College and the Command and General Staff College are two of
the most essential Army educational organizations ingtitutionaliring OE,
Although some alectives are baing taught, little 18 Weing dono at the AWC

to instruct the entire atudent body on OE.

Plana arle underway, howaever, to

develop an expanded program of instruction on OF for''the 1978 AWC class and
integrate this into the core curriculum,

The Command and Genaral Staff Collage should be commanded for the 2 day

OF seminar conductaed in March 1977,

As a firat effort it waa innuvative,

useful, and reprasented a sincere desire to include OE in the curriculum,

RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL

AGENCY DATE MEASURES
1, Ensure appropriate OE TRADOC Continuing TRADOC Action
instruction at C&GSC. GOSC-IPR (Quarterly)
2, Ensure appropriate OF ODCSOPS Continuing 0DCSOPS Action
instruction st AWC. GOSC~-1PR (Quarterly)

CSA Briefing
k1.]



FINDING
H. The OETC developed Leadership and Management Development Course (L&MDC)
is an effective, highly regardad course of instruction.

EXPLANATLION

The LSMDC course has gained a high degree of acceptance at numerous FORSCOM
installations, and is vieowad by cowmanders as beneficial for improving officer
and noncommissioned officar's interpersonal leadership skills, This course is
not, howaver, being pursued anywhere «lse in the Army nor is it recogniged as an
official Army course of instruction. This situation creates problems for those
indlividuals who are being assigned as full-time L&MDC instructors and falls to
ensure that the Army can later identify personnel who have acquirad these akills,
The L&MDC course represents one podsible way of complying with the CSA instruc-

tions to TRADOC to include interpersonal skill development instruction in NCO
education,

RECOMMENDATION
RESPONSIBLE COMPLETION CONTROL

AGENCY DATE MEASURES
1. Determine appropriateness of TRADOC October 1977 TRADOC Action
ineluding LSMDC in NCO and basic GOSC~-IPR (Quarterly)
officer education, If appropriate, CSA Briefing
recognize it as an official Army
course of instruction,
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111, MANAGEMENT

PINDING

A. CSA neads to continuously emphasize his personal interest i{n OF and
periodically avaluate the progress heing made in its {institutionalization,

EXPLANATION

While OE efforts at H)DA, MILPERCEN, FORSCOM, USAREUR, and TRAMOG, are
making inroads towards tho ifnstitutionalization of OF, It is evident that
there is atill significant resistance, This resistance is abetted by the
failure of DA to acknowledge the trade~offs required to staff the OF
structure, lack of Army policy on OE, and lack of education fbr senior
officers, Overcoming this resistance i{s not _eany, :

Throughout (he (NSG assessment, senior officars interviewed emphasizced
the need for constant CSA involvoment and mentioned that many of thefr poors
were not supportive of the OF aoffort. In some ilustances the impact of the
0SA interest has baen a mixture of unrsalistic expectations and gealous
oenthusiasm, In others it has been to "wait and see." Overcoming the
resintance at high levels requiras CSA involvement and expanded ownerahip
by the senior Army commandors of the OF cffort. Senior officors need to
follow the lead of CDR, TRADOC in supporting the CSA dosires, Additionally,
as has heen noted in this study, OE is most successful vhere commanders arc
personally involved in an OF oporation. CSA needs to dovelop and periodically
participaca in OF operations on the Army Staff and with Army commanda,

lastly, it is essencial that the CSA kaep track of the progress of
institutionalizing OI'. An officer with direct access to the CSA {8 required
to serve as his consultant on OF matters and as a monitor of OF activities
and the implemantation of the OF Study Group report.

RUCOMMENDATIONS
RRSPONSIBLE COMPLETION CONTROL,
AGENCY DATF MFASURES
1. 1Implement the OESG report. ODCSPFR ASAP ODCSPER Action

COSC=IPR (Quarterlv)
CSA Ariefing
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RESPONSIBLE COMPLETION CONTROL
AGENCY DATY MEASURES

2. CSA continue to emphaasixe . CSA Continual None

OE through foruma auch as

confarences, meatings w/

commanders, weekly summary

articles, and visits to the

field,

3, CSA discuss Army OE CSA 1 Jul 77 (1) OE formally

objectives and iniciatives established as

with the Secretary of the Army priority Army goal

to (a) broaden legitimacy of by Sec Army.

the effort and (b) wet stage for (2) Sac Army update

involving Suc Army in OE activities, briefings by DCSPER,

' DA, (3) Sec Army

fiald visits which
involve obsaervation/
discussion of OF
activities,

4. CSA set the example by be~ CSA As desired None

coming involved in OE activities

appropriate to his level in the

(a) DA Staff, (b) major commands,

(c) Army Secretariat,

5. Establish a mechanism within CsSA 15 Apr 77 None

OCSA to track and review aexecu=-

tion of OESG recommendations,

6, Write a HQDA Plan for FY 78 0CSA 1 Jun 77 CSA Briefing

with CSA guidance for the

expanded implementation and

conduct of OF activities within

the Army Staff based on (a) the
capabilities established under
racommandation IB(1l), (b) current

OE activities in HQDA; and (c) the
Syatem Development Corporation Report
"Summary of OF on the Army Staff,"
dated 21 March 1977,

41

et




e T e e 7

|
;
I
i
Y
|

FINDING

B, The growing number of OF activities throughout the Army needs to be
butter coordinated.

IXP LANATION

OF initiatives and functional requlrements have accelerated to the point
whore there is a serious imbalance batwaeen OE implementation efforts and the
voncerted development of OF policy, doctrine, and trainiag. The extent to
which multiple actions and activicies are coord?nated in support of Army-wide
OF matters im a growing area of concern to those Staff agencies which have
proponent responslbilties ae well as user units, BSome of these actiona are
the OETC Evaluation Plan, ARI OE Rosearch Plan, PAO Information Plan, the
integration of OE into earvice school curriculums, the OF Steering Committee,
and diverse UL implementation activities in the major commands. Some positiva
stepy are underway in this area to include the ADMINCEN OE Work/Study Plan
and the revised structure for the OF Genaral Officer Steering Committeu,

RECOMMENDATIONS
RESPONSIBLE  COMPLETTON CONTROL
AGENCY DATE MEASURES
1. Plan and conduct IPRs on the ODCSPER Quartarly G0SC=1PR (Quarterly)
following OE actions to ensure and/or . and CSA Briefing,
subatantiva and timaly if appropriate
coordination,
a, OETC Evaluation Plan TRADOC Aftor ocach Same as above
(Sea Annex F), phase
b. ARl OE Research Plan ODCSPER 1 Jun 77 Same as above
(See Tab V of this raport),
¢« PAO Informution Plan, ODCSPER 15 May 77 Same as above
d. OFE integration in TRADOC 1 May 77 Same as abova

gervice schools,

e, Othors, as indicated,
in this raport.

2. Develop a revisaod and ODCSPER 3rd Quarter ODCSPER Action
expanded agenda for the OF 1977

Stecring Committue which allows
for planning by action officers,
prior to the memting, and more
interactiun by the genaral
officars involvaed,
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FLNDING

C. There i3 a critical need for key OF staff personnel to ntay abreast of

OF activitios in cthar sarvices,

Knowledge of the axperience of othor services is essential if the Army is

EXPLANATION

to capitalize on their successes and avoid their pitfalls.

RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATFE MFASURLS

1. CSA discuss OF efforta/with  CSA 1Jul 77 None '
other aervice chiefs and propoma .
gatablishmant of inturservice '
Rroup.
2, Formalize tha "ad hot inter-=  ODCSPFR 1 Sep 77 ODCSPFR Action

service group," which was formed
nt the Ft, Benjamin Harrison
mactings to explore/discusa OR
mattars of interest.,

& Quartorly

thareaftar

FINDING

———_ g

T

D, That another independent assessment be made in 2 years to reovaluate progress
in institutionalizing OF,

EXPLANATION

The {nsticutionalization of OF in the Army 4s a difficult, complex, and highly
interactive process and represents the largeat attempt in the history of manage=-
nant to change tha culture of a large organisation, One of the leamons of OI 1is
that complex processes should he periodically raviewed by trained outuiders. This
is empacially significant in this case bacause of the many mimunderstandingm which
sxint am to what OF is. Thu tendancy will be for commanders at various lavels

and locations to reinterpret doctrine and redefins OI,
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RECOMMENDAT 1 ON

RESPONSIBLE  COMPLETTON CONTROL
AGENCY DATE MFASURES
1. Constitute an OESG follow-up CSA Jan 79 None

in 2 yvears to provide OF managers
and policymakers with an Indopendant
viow of the progress made to
institutionalizing oF,

EINDING

Fe The US Army Administration Centor (ADMINCEN) OF Work/Study Pinn Program
i a comprehansiva and general plan for institutionalizing OF in the Arny,

EXPLANAT {ON

The ADMINCEN 05 Work/Study Propram providad the firat concerted effort to
ugtablish and clarify the major roquirements for institutionalizing OF In tha
Army. As duch, it wna usaed axtensively by tho OESG in the conduct of this
study and In the davalopment of a more refined time=phasced plan, which {s
designod to ifuteprate and coordinate the afforts of MDA, MILPERCEN, ARl,

TRADOC, ADMINCEN, and OFTC in iconjunction with OF implemontation offortm in
the field.

It is unclear at the writing of this raport what part APMINCEN will continue
to assume in the furthorance of this program. OFTC was placed under direct
control of DCST, TRADOC on 1 Apr 77 and will have OF combat and training develop-
ment, training, nnd evaluation Cunctions undnr the TRADOC achool concept.

The ADMILCEN program, although comprehensive in scope, is ambitious for one
agency or organizatlon to accomplish without a significant increase in current
AtafTing leveln and asslgned OF trained personnel, It is the opinion of the
OFSG that this program he continued by TRADNC as a planning and staff coordina-
tion mechanism and refined consistont with the OFSG findings and recommendations,

RECOMMENDATION
RESPONSTBLE  COMPLLITTON CONTROL,
AGEHCY DATE MEASURES

1. Use the ADMIMCEN Work/Study TRADOC 1 May 77 TRANOC Action
Program as a planning und staff and continuing
coordinatfon mechaniam and thereafter
rafine consistont with Lhe OBSG
findings and recommendations.
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IV, POLICY AND DOCTRINE

FINDING

A, Current Army policy and doctrine on OE are inadequate,

EXPLANATION

There is an understandable but serious imbalance betwean OE implementation
efforts and the development of Army-wide policy, doctrine, and training
requirements, OFSO assignment priorities initially focused on field commands
to meet demands for this axpertise, cultivate initlal acceptance of OE, and to
provide a base of axpaerience from which long-term policy and doctrine could
be derived, The newnegs of OE tachnology within the military dictated that
the Army proceed on this basis during 1975-76 with intarim DA policy guidance,

This guidance, which was published in a HQDA Letter on 3 May 1976, is
now 1nsufficient to provide the framework for institutionalizing OE and
address many of the key ismuey associated with accomplishing this goal.
Some of these iswues are in the areas of staffing and structure; the
definition of OE and related terminology;* the rols of the NESO and the
confidential nature of his/her relationship with user units; and the
voluntary versus mandatory aspects of OE, For auxampla, the policy which
spacifies the voluntary use of OF methods and trained parsonnel is sound.
Thia does roquire, however, top level understanding, encouragement, and
gupport whicl are best asserted by personal axample on tha part of a
commandaer rathaer than by fiat or benign neglect, low to translate this
into policy and doctrine ise a key issue, Another issua is that immediate
supervisore of OLSOs axperience difficulty in understanding and accepting
the consulting duties of the OESO in contrast to normal staff officers'
duties,

*The OESG recommended definition of OE i8 as follows: Commander's use

of a systomatic four step process which guides tha selective military
application of management and behavioral science methods with the assistance
of technicvally qualifiad staff personnal to (1) amsess and improve how a
unit functionas to accomplish assigned miseions, (2) strengthen the chain

of command, and (3) incruase the involvement of pacple at all levels in
fmproving unit and individual performance and combat readiness,

The O process includes the steps of assessment, action planning,
implementation, and follow-up/evaluation with the direct involvement of
the chain of command and the tailered application of OF methods to meat
unique oparational needs of the unit,

Staff personnel who assist in this process (1) function as consultants,
(2) are trained and qualified through attendance at the USA OF Training
Center and awarded an ASI 52, and (3) are normally assigned to a ataff
element that id external to the user unit,
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The absence of definitive guidance on these matters results {n commanders
at various levels of the Army who arc passive or resistant toward further
implementation of OF, There is, therafore, a need tu reduce this confusion
by more clearly establishing Army policy and doctrine on OF and formally
legitimlzing OF activities through traditional Amny channels, such as an
Army Regulation,

With the vast majority of OF expertise located in field units, TRADOC
and HQDA have not been able to keep pace with rapldly expanding implementation
activities, There 18, therefore, a lack of published Army educational and
doctrinal material on OE, 1In addition, Army doctrinal publications, such
as M 101-5, do not raeflect OF missions, functions, and capabilities.

For the most part, OF material which is available, was developed in an
ad hoc minner to meat immediate local needs and varies widely in quality and
technical accuracy, Material that {8 in use was not written by the agency
which has beon formally responsible for OF doctrine development since 1975,

Thus fuar, no formal mechanism has been created for substantively
documenting OF activitios and lessons learnad from a technical and managerial
point of view., This i# a sarious ghortfall since meaningful doctrine
cannot be developed without the benafit of comprehenslve knowledge of
how O has been employed In the Army. Although, the OETC Evaluation Plan
and the OE Handbook for Commanders wore developad to bridge this gap, neither
initiative provides documanted case studies which are vital to informing
and edurating the Army, at large, on the wide applicability of O,

The C&GSC Study of the combat role of the OESO is in a preliminarvy stage
and is considered vital to the long~term i{nstitutionalization of OE, Tt
requires further refinement and validation with a field test rather than
relegating this concept to an abstract academic oxercise.

In conclusion, TRADOC and HQDA are in a "catch up" phase on policy and
doctrinal matters, More substantive and long=term guidance is crltically
needed to asaist in rectifying this situation and stabilizing plans for the
institutionalization of OFE. Attention must focus on adhering to the
essentials of OF as a technolegy in the development of policy and doctrian
rather than prostituting lta application under growing pressure for
uniformity in areas such as structure, staffing, and training,
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RECOMMENDATIONS

RESPONSIBLE  COMPLETION CONTROL,
AGENCY DATE MEASURES
1. Publish an Army Raegulation ODCSPER 1 Jul 77 ODCSPER Action

on OE which includes as a
minimum the following areas:

a. An acceptable opera-
tional definftion of OE and
related terminology, such as
interpersonal skill training,

b. OESO assignment stabili-
zation,

¢. OESQ as full-time duty.

d. Confidentiality and
anonymity.

v,  Consulting duties of the
OESO.

f. Structure and staffing
requirements, to include space
converslon guidance.

8. Repetitive/reutilization
tours for OESQs.

h, Professional education/
training for OESOs.

1. OF interface with RR/EO,
comptroller, AMEDD, chaplain, CPO,
and other staffs whose expertise
complements OE.

J. Roles of DA civilian and
NCO OF trained pergonnel,

k. Migafon/functions aof HQDA and

MACOM headquarters, OE sta{f, and
consulting elements,
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RESPONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES

3! . 1, Mandatcry va, voluntary
| i aspects of 0OE.

m, Use of external consul-
| tants, military, and civilian,

L n, OES0 mutual support raequire=-
ments on a geographical basis.

’ 2. Publish appropriate OF TRADOC As directed  TRADOC Action
! doctrinal literature and by TRADOC

T information, such as & and HQDA

Commanders' Handbook on OE.

3. Revise current doctrinal TRADOC Same as Same as above
3{ " literature, such as FM 22~100 above
{ : and FM 101~5, to include OF,

4, Develop and test the TRADOC 1 Jul 78 TRADOC Action
concept of the combat role .
of the OESO,

standards relative to OE
staff elements in accord

!

!

t

| 5. Establish IG inspection ODCSPER 1 Aug 77 ODCSPER Action

l
i with AR on OE,

FINDING

B, There {8 considerable confusion about the primary duties and role of the
OESO in relation to RR/ED, comptroller, and 1G staff functions,

T

EXPLANATION

OE i1 based on the military application of behavioral science for improvirg
distinctly human processes which affect organizational performance and combat
readiness, It i8 understandable where other, more establishad staff elements
. are concerned about how this technology relates to their missions and functions.
This situation {8 further complicated by the consulting role of the OESO, This
consulting expertise is intended to apply to any Army organization and command
issue rather than relegating it to strictly human resources development (HRD)
actions and programs,

e e
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With the emergence of OE in the HRD functional area, there {s a natural
tendency to view {t as another program In the vein of RR/EO., This misperception
has surfaced in a number of ways and hus led to concern and conflict between
RR/EO and staff elements. First, a number of RR/EO positions have baen converted
to OESO pusitions at the initiative of some commanders in the field., This action
was suggested ns an option but not raequired under the HQDA Letter of 3 May 1976
on Army-wide OE activities and training. Second, tha OESO receives extensive
interpersonal communciations skill training and education in human behavior,
Although this training cmphasizes the application of these skills as they
relate to organizational systems and processes, the OESO 1s perceived by
others who are not knowledgeable of OF as nothing more than another human
relations staff officer or a highly trained HRD manager. Third, OESOs work on
a voluntary and non-directed basis with user units and have enjoyed a high
demand for their services. At some installations/units this has been in
contrast tv RR/EO staffs. Fourth, although HQDA has stipulated that commands
must maintain viable RR/EO programs, there is a perception that OF is intended
to ultimately replace thase efforts, Fifth, DOD interest in the relationship
between RR/EO and OF is increasing since other services, such as the Navy,
are also involved in similar efforts in a more integrated manner,

Action has been taken by OETC to ensure OESOs recelve a more indepth
appreciation of equal opportunity issues and the nesd to establish a close
working relationship with RR/FO staffs, In some instances, this situation
is beginning to improve at MACUM headquarters and installation level., The
efforts are too early to indicate a general overall improvement Army=-wide,
More substantive action needs to be taken by HQDA so that a constructive and
enduring resolution of this lssue is achieved rather than leaving it up to
initiatives in the fleld,

The impact of OF on comptroller functions is also an area of concern sgince
OE focuses on management assessment and improvement, The nature of the
essential differences is two-fuld and 1s subastantial. First, OE consulting
skills are process rather than content oriented. Although an OFESO is
knowlaedgeable of management-by-objectives, for aexample, he 18 trained to
agsist units in adapting this method in a non-directed manner to meet the
unique needs of that unit and only at the request of the commander, His focus
is on the process of how that unit salects and adopts the method towards
meeting some specific requirement rather than developing the mechanical
procedures and acsuming staff responsibility for its implementation. Second,
OE as previously mentionad, focuses on the distinctly human dimensions of
organizational etructure, Although OE and some comptroller functions can
be and should be mutually reinforcing, each is rooted in a distinctly different
concept and mode of operating. The OESO is, therefore, not an efficiency expert,
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) Since OESOs are tralned in organizational assessment methods there is

| : concern that this role duplicates the IG function., OL assesments are only

| ' useful when they are conducted on a confidential baais with units, maintain
individual anonymity, and are used in a developmental manner to Improve a
unit rather than as a "report card” or "club," 1In addition, the OESO is

not a resolver of individual complaints nor is he or she an ombudsman. The
other major difference between OE and the IG function is the manner in which
OESOs perform their consulting duttas, The OESO does not render judgements
againset a set of pradetermined standards., This 1s left to the commander

and his chain of command.

between OE, RR/EO, comptroller, and 1G staff elements which neod to be

|

|

t

|

! .
l In conclugion there are substantial concerns and perceived conflicts "
1

i raconcilad conceptually and opaerationally.

t

l

!

RECOMMENDAT IONS

RESPONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES

. ! 1. Provide appropriate OE ODCSPER 1 Jul 77 ODCSPER, IG, and CODA
instruction and information 1G, & COA Action

to RR/EO, comptroller, and

1G parsonnel,

2. Provide sufficient TRADOC 1 May 77 TRADOC Action

coverage of RR/EO, comptroller, ¢

: and 16 functions and s

f : responsibilities in the OESOC _
i so that (a) OESOs are apprecia- !

l - tive of these staffs and (b) are ‘

willing to refer problems through

a unit chain of command to the

appropriate agency when the

occasion arisem,

| 3. Amend, where appropriate, ODCSPER 1 Sep 77 ODCSPER Action 1
i Army regulationa, circulars, !
\ ] pamphlets, policles, atc.,

t ) pertaining to RR/EQ, comptrollar, )
| i and 1G functions to provide clari- s
: i fication and support for OE, !
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i

' - FINDING

C. There is a general concaern about how the IG will examine OF staff functions,

FXPLANATION

OESOs and their immediate supervisors who were interviewed expressed a
concern that the IG will require access to unit data and records which were
gatherad and maintailned on a confidential basis in support of OE activities,
To date, there have been no reported instances wherae this has occurred. The
widespread nature of this concorn could lead to a subtle and substantial
undermining of the credibility of the OESO,

RECOMMENDATI ON
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
1, The IG should not have 1G ASAP ODCSPER Action

access tu cvonfidential data,

but should focus inspections

on complianca with the Army 4
Regulation on OE,

FINDING

D. The tachnical system to support OESOs 1s not well defined and its adaquacy
varies across major commands,

EXPLANATION

Since OESOs are assigned to a variety of levels in the Army from HQDA to
separate brigades, there is a natural tendency for them to become imolatad
in the absence of a clearly defined and vigorously managed technical support
system, This system must operatae and be responsive within and acroas varilous
ataff elements and cach of these levels so that (1) adequate raesourcas are
provided in a timely manner to support OE activities, empecially in thome
instances where the raquired resources are greatar than those that wre normally
available (2) new OE technical developnents and lessons learned can be quickly
disseminated, (3) additional OE consulting suppurt (military or civilian) is
readily available, especially when these personnel posseass unique skills/ {
experience and (4) OESOs can receive advanced professional training.
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OESO8 who have worked jointly on a temporary basls with OESOs8 from other
organizations or with management or human resources development specialists
(RR/E0, chaplain, AMEDD pergonnel) on specific projects, contributed to a
more comprehendive and offective approach to these projects. This is also
true when OESOs8 have been able to seluctively obtain the services of civillan
OF consultants and have locally based LEMDC instructors to augment OE
activitios and training,

The location of (05S0s8 in diffarent elements of a particular division or
tnstallation tends to result in dissipated and isolated OF activitles. There
is also a lack of collaboration batween OESQs who are anssigned to difforent
major commands, such as FORSCOM and TRADOC, but are collocatod on the same
installation,

Another fuctor which affects the O technical support system is commanders
and OFE wtalf managers who are reluctant to provide adequate budget support,
computer support for gurveys, and/or are fearful of creating a "stovepipu"
image of OE consulting activities, There 1s considerable diversity of opinion
as to what conmtitutes a "stovepipe" and what is permissable to energize
and manage an OF astaff eloment. As a result, some OF managers have restricted
OESOs to performing only staff work at MACOM headquarters with the rationale
that consulting 1s an operational function that {s outside the purview of tho
organization's responsibilities.

This is further reinforced by manpower analysis guidelines that are applied
to headquarters staffe, Other managers narrowly view the OES0 as a local
resource which should not be used ocutside thelir Staff agency or command,

Providing a well coordinated and open OE technical {nformat{on network
and advauced professional training are other malor dimensions of this support
systam, (uarterly newsletters, such as those which are publlshod by FORSCOM,
TRADOC, and USAREUR und periodic workshops for OESON are useful for meeting
command needs in these areas,

In conclusion, theres 18 a ncad for a definitive Army policy which describoes
and sanctions a technical OE support system and provides the parameters under
which this system will oparate within and betweun organizational levels and
various staff aelaments,

RECOMMENDATIONS
RESRONSIBLE  COMPLETION CONTROL
AGENCY DATE MEASURES
1. Describes and sanction an OF ODCSPER 1 Jul 77 ODCSPER Action

technical support system and
provide appropriate guidance
for managing and sustaining
this system (See Annex B).
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RESPONSIBLE  COMPLETION CONTROL

AGENCY DATE MEASURES
2, Staff agencies, which are ODCSPER 1 Jul 77 ODCSPER Action
not under the purview of OE
gtaff elements, e.g., DMIS
RR/EO, comptroller, chaplain,
AMEDD, and ARI, should
establish appropriate guidance
concerning their role in the
OE technical support system,

FINDING

E. Limited implementation of OE has been initiated in the Reserve Components
(RC) and presents uniqua challenges,

EXPLANATION

FORSCOM lws provided limited OF consulting support to a few RC units and
by mutual agreement with ODCSPER, DA has initially assumed redponsibility to
support all pilot efforts within the Reserve Components. During the past 2
years, ODCSPER, DA has umed a MODES officar to begin examining the feasibility
of implementing OK in the RC and has provided briefings to the RC Policy
Council., Fifth Army is interested in participating i{n a FORSCOM sponsored
conference to develop a strategy for OE in the RC and the National Guard
Bureau 14 almo becoming involved in OE implementation activities, To date,

no concarted analysis and planning have been accomplished relative to the
RC,

RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL

AGENCY DATE MEASURES
1. Conduct an analyaie of ODCSPER 1 Jul 77 ODCSPER Action
OF activities and capahilitias FORSCOM, GOSC~IPR (Quarterly)
in the RC to determine lessons
learned and the feamibility of
implementing OF on & broader
scale,
2. Expand OE consulting FORSCOM ASAP FORSCOM Action
assiatance within the RC,
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RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
I
! 3. Develop a plan for the ODCSPER, 1 Nov 77 ODCSPER Action
| introduction of OF into the OCAR, & NGB GOSC~-IPR (Quartarly)
! RC, to include identifica- CSA Briafing
l tion of required rescurces.
l 4, Augment ODCSPER, DA and ODCSPER & 1 Jun 77 ODCSPER Action
‘ ! : other MACOM headquarters OE ODCSOPS
' ' staff elements with MOBDES
personnel to support OE
planning and implementation
h activities for the RC.
' ;
I
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V. EVALUATION AND RESEARCH

FINDING

A, There 1s a need for quantifiable research and evaluation programs to
support the refinement of OE technology as it pertains to the Army as well
as OF policy, doctrine, and training.

EXPLANATION

The US Army Research Institute (ARI) OE Research efforts began on a
modest basis in the early 1970's with a project in a USASA unit in USAREUR,
Posltive results from this project led tou exploring expanded applications
of OE technology in the 32d AADCOM and 75 company=-sized units in USAREUR.,
ART OF research efforts are increasing as a result of a CSA briefing on
27 Dec 76 and DDR&E approval of $1.6 million for OE basic or technical base
research during FY 78,

A coordinated 5~year OE Research Plan is nearing completion. An ARI
gspongored planning conference on 8-9 Feb 77 provided basic input for thism
plan and identified the need for further coordination with OETC and
ADMINCEN OE evaluation and study efforts, Representatives from ARI;
ODCSPER, DA} TRADOC; ADMINCEN; and OETC met on 21-24 Mar 77 to accomplish
thiag coordination and interface tlie respective programs, Detailed input
from the OETC Evaluation Plan is needed to complete the ARI Research Plan
as well as the {ncurporation of OETC and MACOM OF remsesrch needs.

Although cuordination and planning activities have improved, OE
research remains susceptible to elimination from the R&D budget due to
general congressional hnatility toward behavioral science research. In
addition, ARI 1is not sufficliently staffed with personnel who have indepth
OE research exparience. The two researchers who supported the initial OE
projects have departed ARI and GS grade limitations, which affect ARl

staffing levels, are a significant obstacle to hiring quality OF research
parsonnel.,

Quantifiable results of OF are currently available to a limited degree
in the Amy., The data and well documented case studies and axperiences
have not been aystematically collected and analyzed.

The OETC 3~year, five phased OF Evaluation Plan is comprehensive in
scope, sophisticated in methodology and im vitally necessary for OF policy,
doctrine, and training. This effort is an initial attempt to quantify OF
progreas in the Army and represents a unique and perhaps the finest approach
to program evaluation undertaken by the Army (See Annex ),
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In conclusion, close coordination and support for the ARI OF Research
Plan, the OFTC OF Evaluation Plan and other OF study, evaluation, and
research efforts are crucial {f the Army is to appropriately determine the
impact and full potential of OF and provide long term justification and

support for its continued application,

RECOMMENMDATT ONS

RESPONSTBLE
AGENCY

COMPLETTONM
DATE

CONTROI.
MEASURES

1. Coordinate and incorporate ODGSPER
appropriate OE research and

study requirements in the OFTC

Evaluation Plan, the ARl

Research Plan, and the

ODCSPER Study Program.

2, Obtain sufftfcient numbera ART
of wall=qualified OE research
personnel to support the

ART 5-year OE Research Plan,

3, Provide ART with relief,

oh an exception basis, from
current GS grade limitations
and reductions so that well-
qualified OF research personnal
can be obtained by FY 78,

ODCSPER, DA

4, Ensure that the TRADOC TRADNC
OE Work/Study Program reflects
the ARI Resoarch Plan,

5. Entablish a coordination

link between ARI and OETC

through one or more of the

following: (a) establishing (a) ARl
an ARI liaison at OETC;

(h) conducting work reviewa
at the request of either
organization} (c) ARl (e) ARI
representuotives attending

OETC Evaluation seminars,

ODCSPER &
ONCSRDA

6. Strongly support the ARI
unfunded FY 79 6.3 advanced
davelopment research request,
7. Establish coordination ODCSPER
with other Federal GCovernment

and civilian OE remearch efforts,

36

(b) ARI/OETC

1 Sep 77

1 Oct 77

1 May 77

1 Net 77

1 Oct 77
Continuing
1 Jun 77
and an
announced
thereafter

1 Jan 78

15 Mar 78

ODCSPER Actilon

ODCSPER Action

ONCSPER Action

TRADOG Action

ODCSPER
Same as

Same as

Same as

Same an

Action
above

above

above

above
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FINDING

B, The link between ODCSPER and ODCSRDA on OF regearch needs improvement.

EXPLANATION

ODCSRDA personnel are primarily trained and interested in hardware-~type
research, As a result, they have difficulty understanding and appreciating
the need for OE research, The existing relationships between these Staff
asgencies 18 primarily relrgated to administrative and budgetary matters,
which further complicates the difficulties in communicating the nature and
importance of OF research. The coordination process also takes place below
general officer level and, thereby, tends to shield decisionmakers from
important personnel research issues.

RECOMMENDATT ONS

RESPONS TBLE COMPLETION CONTROL

AGENCY DATE MEASURFS
1, CSA confirm tho CSA 2 May 77 None
requirement for and emphasize
the importance of OF rescarch
with the DCSRDA. .
2, ODCSRDA support OE research ODCSRDA 1 Jun 77 ODCSRDA and
requiremants with DDR&E, ODCSPER Action
3. DHRD/DPPB personally present ODCSPER 16 May 77 ONCSPFR Action
OF research needs to appropriate & continuing,
level in ODCSRDA, aR required

FINDING

C. The US Army Ressarch Institute (ART) S«year OF Research Plan is improving
and must be implemented in FY 78.

EXPLANATION

A draft 5-year OF Remearch Plan was developed during an ARI sponsored
planning conference on B~ Feb 77, The following five priority long term
research thrusts were identified and coordinated. Final coordination is .
underway with DA, ODGSPER and TRADOC and a detailed plan for FY 78 hae !
been prepared.

(1) Criteria of Organizational Lffectiveneas. : :

!
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(2) Organization Functioning (Structures, Process, and Problems),

(3) Parameters of the OF Process (OESO Selection and Development and

Delivery Systems) .,

(4) Diagnostic Methods,

(5) Development of Intervention Strategies.

The plan appears adequate for guiding basic or technical base research
and will require greater refinement with research sponsors in the area of
advanced development research. One of the areas which requires further
research is the impact of the Leadership and Management Development Course

(L&MDC) on attendees and their units.

RECOMMENDATT ONS
~ f RESPONSTELE COMPLETION CONTROL
il { AGENCY DATE MEASURES
) )
l} : 1. ARIL complete detailing ART 1 Jul 77 ODCSPER Action
oy . of 5-year OE Research Plan, GOSC-IPR
! ; incorporate all relevant Army (Quarterly)
N research needs, and nbtain final
y 3 approval from ODCSPER.
:
i 2, Initiate scheduled research  ART (See ODCSPER Action
' efforts iu FY 78! Schedules
! ; Below)
a, Develop criteria for 1 Oct 77 ~
evaluating the effectiveness 30 Sep 81
‘ of Army organizations.
E b, Develop criteria for 1 Mar 78 -
4 i organizational processes. 30 Sep 82
| !
i : c. Devaelop taxonomy of 1 Oct 77 -
) Army organizational structures 30 Sep 78
und proceuzes, and typical
associated problems and
. climates.
d. Davelop and tast 1 Mar 78
1. hypothesss relating 30 Sep 82
. organizational structures/
l i processas and organizational
i } outcomen.,
l
b
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RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
e, Develop operational 1l Oct 77 =~
description of the conditions 30 Sep 82
for and dynamics of the OE process.
f. Develop alternative 1 Mar 78 -
diagnoatic methodologieas, 30 Sep 79
g+ Develop taxonomy of OF 1 Mar 78 -
techniques. 30 sep 80
h, Develop new intervention 1 Jun 78 -
techniques for gaps identified in 30 Sep 79

g sbove,
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VI. ASSIGNMENT, SELECTION, AND UTILIZATION

FINDING
The expansion of OE in the Army requires personnel management procedures
for the selection, assigmment, utilization, and professional development of
a _ OE personncl which are clearly enuncilated and understood.

EXPLANATION

conflicting demands for high quality people, e.g., ROTC, USMA, USAREC, and

OE. Additionally, no formal priority has been established for MILPERCEN

concerning the selaction, assignment, and utilization of OE personnel, As
: 4 result, MILPERCEN 1s constrained to fill OE positions with high quality
: personnel., MILPERCEN's ability toWelect quality officers is expected to

improve now that the requirement for all OESOs to be in OPMS specialty
41 has been lifted.

{

{ P Within the Army personnel management system there are multiple and
|

l

t

As OE expands, so does the magnitude and complexity of managing

. increasing numbers of OESOs and personnel who are identified to fill key

. O management positions in the Aemy., Although the one MILPERCEN action
officer is doing an outstanding job, a number of policy issues need to be ‘

' v resolved, written, and promulgated to inform OESOs, their supervisors, and W

; ' pursonnel managers, particularly MILPERCEN assignment offlcers,

T

The utilization of personnel is a command prerogative, However, OESOs !
are assigned to a particular command based upon the command's validated
requirement for OE trained personnel. Some OETC graduates have not been
assigned to OESU positions or have otherwise been utilized in ways that
are inconsistent with the skills obtained through their exteusive training.
Commanders must ensure that these highly skilled individuals are utilized
in an OFE role in support of the organizatinnal mission., In the past the
; HQDA stabilization policy has bheen liberally interpreted in order to meet
! other requirementsa. OESOs do not become fully effective until they have
; 4 = 6 months exparience. Considering the length of the course and the field

i demand for services of Ok50s, it is important that 18 ~ 24 months utilization !
' be achieved, The stabilirzatlion policy must be clearly stated and enforced.
Additionally, it is apparent that there will be requirements for reutilization
of repetitive tours for some OE trained personnel in OE assignments, such as
in higher headquarters of at OETC.

Individuals who have an educational background in OE and behavioral
science are not intensively managed. Identification of such persons would
assist in the selection of key OE managers. However, behavioral science
degree requirements vary greatly within the civilian academic world and

currently it 18 not possible to relate a specified degree with OF-related
Bubjects,
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Another facet of the OF personnel management issue is the question of
intensively managing individuals who have a background in OE. Since OE is
not an OPMS specialty, such individuals are not intensively managed. MILPFRCEN
does monitor the professional development of officers involved in OE. Though
it ia too early to determine the degree of intensified management, 1f any i
required, monitoring should continue since the career impact of an OE
assignment is of some concern to OESOs.

RECOMMENDATIQONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
1. Provide MILPERCEN policy ODCSPER 15 May 77 ODCSPER Action

and guidance concerning

the priority relationship of

OE assignments to other priority
assignment considerations;

i.e., ROTC, USMA, USAREC,

2. Assign additional ataff MILPERCEN 15 May 77 ODCSPER Action
officers to the OE perdonnel

management function in

MILPERCEN, .

3, Provide MACOMs with policy ODCSPER 1 Jul 77 ODCSPER Action
and guldance on minimum

utilization (in terms of time)

of OE trained personnel.

4, Publish policy and guldance ODCSPER 1 Jul 77 ODCSPER Action
on stabilization of OESOs for

at least 18 months after

graduation from OETC,

5. Institute a procedure to MILPERCEN 1 Aug 77 MILPERCIEN Action
ensure personnel management

officers are informed of all

aspects of OF.

6, Continue to monitor key ODCSPER Continuing; ODCSPER Action
OF management positions, completion GOSC-IPR (Quarterly)
(Already in progress.) coincides CSA Briefing

with final

determination

of optimal

OE staffing.
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RESPONSIBLE
AGENCY

COMPLETION
DATE

CONTROL
MEASURES

7. Continue to monitor the
professional development of
officers involved in OE.

8. Develop more specifin
criteria, other than
general disciplines, for
identifying individuala
with appropriate
educational backgrounds
in OE,

MILPERCEN

ODCSPER

62

Continuous
completion

1 Aug 77

ODCSPER Action
GOSC-IPR (Quarterly)
C5A Briefing

ODCSPER Action
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Vi1. PROFESSIONAL TRAINING OF OE TRATNED PERSONNEL

OESOs need additional professional training,

The formal instruction provided by the lé6=weak OESOC only provides the
minimum essentlal skills necessary to perform as a consultant, The dynamic
nature of the state-of~the-art and the vast amount of information not
covered in the OESOC POl requires that the OESD continually recelve timely
and relevant technical training to update, refine, and expand his/her basic
skills, A majority of people interviewed by OESG felt that the Army
Regulation on OF should be explicit on the aubject of OFSO training and
development activities which are subsequent to their attendance at OETC,
OETC has maintained some contact with 0FS80s in the field, This contact
hag been critical to stimulate further professional trainfing and to upgrade
OESO knowledpe and skills., However, no formal system exists to provide the
field with OE technical information, although extensive information is
available in academic and research communities as well as within the Army
and other military services. Although several OF bulletins are being
published by various agencleas, they do not adequately meet the field needs
for technical {nformatlon,

RECOMMENDATT ONS

RESPONS TBLE COMPLETION CONTROL

AGENCY DATE MEASURES
1. Conduct OF training TRADOC & let activity MACOM Action
courdes/activities on a MACOMs acheduled May (Quarterly)
reglonal basis, 77; continuing
2. Deslignate a single proponent TRADNC 1 May 77 TRADDC Action
agency for OF technical
information,
3. Colleect, disseminate, and TRADOC Continuous TRADOC Action
publish OF technical information.
4, Legitimize professional OE ODCSPER 1 Jul 77 ODCSPER and
training activities in policy & MACOMs MACOM Action

and guidance documents and |
support at MACOM level, '

5, 1Include profeasional ODCSPER Dependent on  ODCSPER and
training in appropriate & MACOMs hudget cycle, and MACOM Action
hbudget documents, begin w/FY 78
budget
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LSPONSIBLE
AGENCY

COMPLETION CONTROL
DATLE MEASURES

6. Develop nonresident
instruction in OE
related skills,

7. Develop a seriles of
short training courses
in advanced OE gkills,

8. Conduct refresher
training for OESOC
graduates returning to
QFE dutics,

TRADOC

TRADOC

TRADOC
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lst course TRADOC Action
due Jul 78;
continuing
1 Oct 78 TRADOC Action



VIIT, EXTERNAL CONSULTING

OESOs require outside support In the form of civilian and military
consultants to assist in initlating and reviewing OF activities,

EXPLANATION

Civilian consultants and OESOs at HODA and in MACOM headquarters have
been successfully used to initiate and sele-tively support OF activities
at a varlety of levels in the Army. The use of this outside expertise to
augment the OETC faculty is also considered by many OESOs as one of the
primary strengths of the OF effort. This congulting support has enhanced
the quality and acceptance of Army-wide OF efforts and is necessary to
expand the training and experience possessed by most QESOs, Contracts with
civilian consultants are normally requested on an as needed and competitive
bid basis with due attention to Army contractinpg requirements. However,
the hiring and use of these consultants has been impeded by (1) OESOs who
have not been trained to develop technical statements of work for contractsa,
(2) OE staff managers and OFEf9s who are unfamiliar with contract procedures
and (3) local contracting and budget offices which are administratively slow
and not knowledgeable of this type of conasulting.

RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES

1, Maintain an Army policy ODCSPEPR 1 Jul 77 ODCSPFR Action
of using civilian consultants
on a selective hasis to support
specific OF activities and
training.
2. [Issue definitive guidance ODCSPER & 1 Jul 77 ODCSPER &
on the selection and use of MACOMs MACOM Action
civilian consultants,
asgociated budgetary matters,
and reviewing OF contract
activities.
3. Review OE consulting ODCSPER 1 Jul 77 ODCSPER Action

contractual procedures and
requirements to (a) improve
administrative procedures,
(2) educate OESO/OE managers,
(3) provide guidance and
recommendations to MACOMs.
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RESPONS IBLE
AGENCY

COMPLET LON
DATE

CONTROL
MEASURES

4, Develop a list of
consulting firms and

their capabilities for
referral by MACOMs., This
list is for information
only and not an indorsement
of qualifications.

5. Devote a portion of

the OETC curriculum to
educating OES0s on the
contract process and working
relationghipa wirh

external consultants,

6, Establish an Army OE
strategy advisory group
comprised of prominent
civilian consultauts for
periodic assistance in
reviewing Army-wide OF
implementation efforts,

ODCSPER, DA

TRADOC

ODCSPER
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1 Dec 77
update
annually

1 Sep 77

1 Dac 77

ODCSPFER Action

TRADOC Action
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1X. OE OPERATIONS

FINDING

A, The use of OE and OE trained personnel can lead to significant improvements
in unit performance provided this technology is focused on mission essential
requirements and is tailored to a unit.

EXPLANATION

OE is effectively and systematically being used by ccmmanders who have
taken the time to become more knowledgeable of the technolopy and personally
involved in its application. Once commanders take this course of action
they quickly see the utility of selectively using OF and its application
spreads. As a result, OESO duties are full time rather than part time.

Imnediate improvements in organizational communications, teamwork, and
problem solving with the application of relatively unsophisticated methods
and OESO support have occurred in areas, such as unit operations, training,
maintenance, and administration, and staff management in hipher headquarters.
OE 1s beginning to also be applied in support of installation management and
community development., Some of the organizations and installations which have
experienced these results are the 82d Airhorne Division at Ft. Bragrg, Ft. Carson,
Ft, Riley, and Ft, Hood, and the Personnel Information and Systems Directorate
(PERSIND) in MILPERCEN. PERSIND represents the longest term application of
OE (4 years) and the most dramatic organization-wide {improvement effort, to
date, in an Army Staff environment.

OE techniques have also been usefully employed in ODCSPER, DA since 1975
with part time OF consulting assistance. This has led to OE activities in
other DA Staff agencies, such as ODCSLOG, O0TSG, and ODCSOPS, to include the
Concepts and Analysis Agency (CAA), For the most part these have been pilot
efforts due to the limited availability of OF consulting support and have
resulted {n some short ranged improvements,

OE has been used to support top level planning and goal setting, organiza-
tional realignment caused by manpower reductions, streamlining administrative
and staff operations; and clarifying intra and inter orpanizational roles and
responsibilities, Similar types of OE applications have been conducted and
are continuing in FORSCOM headquarters, TRADOC headquarters, Military District

of Washington, and Computer Systems Command. USAREUR headquarters has also
recently implemented OE,

One OE technique called the Leadership Transition Meeting 1s receiving
increasing attention by battalion commanders and some staff managers. This
technique greatly assists a unit transition to a new commander. An article
describing this techniqu: appeared in the March 1977 {sasue of Army magazine.
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In general, OE 1s considered highly practical and relevant to a wide
variety of Army isgues and organizations and requires full time assistance
of OE trained personnel. Command or organization-wide improvements using
OE in division, installation, or major command headquarters require a
sustained effort over a period of 3-5 years., Short term results, however,
can be achieved provided commanders are willing to become personally
involved and focus OE applications on mission essential requirements.

RECOMMENDATTONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE 1{LASURES
1. Widely publicize this OPA & 1 Sep 77 ODCSPER Action
finding as part of the OPA MACOMs

and MACOM OE information
plans, to include the publication
of articles and case studies.

2, Indicate in the AR that the ODCSPER 1 Jul 77 ODCSPER Action

duties of OE trained personnel
are full time,

FINDING

B. OES0s are generally viewed as well trained and are beat assigned and
utilized in teams,

EXPLANATION

The majority of commanders and managers, who were interviewed as part
of this study, were highly satisfied with the skills, abilities, and
credibility of the OESOs assigned to their units. OESOg who are senior
captains and field grade officers are preferred, especially those who have
had troop or command and staff experience,

OESOs who were ‘nterviewed indicated the need to work in teams on
specific OE activities due to the significant demands associated with
consulting dutiems and to ensure unit assessments are conducted in the most
objective manner possible. O average, OESOs require 4-6 montha before
thay are fully operational as consultants, This is primarily a function of
the newness of OE in the Army and the requirement to be personally credible
within a particular command, The most common frustration voiced by ORSOs
is the lack of computer support in the field for the General Organizational
Questionnairea (GON) survey. A few enterprising OESOs have developed their
own rudimentary computer programs to process the survey and one officer in
USAREUR had the wurvey translated into German for OE activitics with local
nationals who work for the Army.
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Thus far, OE {s being applied in the field primarily at battalion level
and for internal {mprovements 1in some Staff agencles. A few OFS50s8 have been
able to lnvolve higher levels of command in OE activities, Failure to
bridge this gap will ultimately lead to frustrated and dissipated attempts
to use this technology. Some inroads are beginning to be made in the
areas of installation management, community development, and hospital
management, These areas are not covered in any depth in the current OETC
curriculum although each presents a unique environmenit for the application
of OE. OES0Os, for example, who are assigned to USAREUR need to have more
than a cursory appreciation of how OE can be used in support of community
development. With the advent of DARCOM's interest in OF, OESOs need to
bacome familiar with OE applications in support of project and depot
management in a high technology and complex organizational environment,
whi-h has a large civilian workforce,

OESOs need to improve their ability to assist units' shift from the
organizational assessment phase into the implementation phase of the
OE process, This requires an ability to appropriately and convincingly
- advise commanders on the necessity for this course of action. It also
requires technical design skills for tailoring specific OF methods to
asgessment findings and the unique needs of the unit, Additional ORSO
training is needed on how to design and conduct evaluations of OE activities
and how to efficiently document theiv experiences and lessons learned as
feedback to OETC and TRADOC. Thu uxpaneton uf OF into different types
of organizations, munagument processes, and environments (to include
foreign nationals) and the requirement for the refinement of OF technical
skills presents a special challenge to OETC. These developments will
probably require additional instruction at OETC, to include a lengthening
of the OESOC, and/or advanced professional training which is exported
to the OESOs by OETC or a MACOM OE staff.

One of the most common observations of OESOs ia that they are a
: highly motivated group of young officers who are willing to devote endless
- houras to the furtherance of OE in the Army. This is indeed remarkable
since they are highly dispersed throughout the Army; operate in relative
isolation and in a fairly autonomous manner with user units; have only
the minimum DA guidance Iin the form of an HNDA letter to legitimize their
presence in a unit; have not been preceded by masaive information and
v mandatory educational efforte; are minimally supported by an i1l defined
and ad hoc staff management system that is sasily diverted to other
mattera; provide advice to commanders in areas that are usually emotionally

charged; and frankly don't have the vaguest notion what impact this duty
will have on their careers.

As one general officer remarked about OETC: ''Thim is the first time
the Army has ever established a course for commanders.'" The consulting
duties of an OESO provide extensive insight and preparation for command
by the very nature of the technology, training, and the experiences derived
from close working relationships with commanders and managers at a variety
of levels. The role of the OES0 is extremely demanding because many of the
issues he or she is dealing with are closely related to a commander's self
image and personal leadership style., The common reaction that "OF is nothing
more than good leadership' attests to this fact,
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RECOMMENDAT IONS

RESPONSIBLF COMPLETION CONTROL
AGENCY DATFE MEASURES
1, Incorporate the following ODCSPER 1 Jul 77 ODCSPER Action

policy into the Army Regulation
on OE: "A minimum of two OES0s
will be assigned to divisions and
installations and major command
headquarters and will not be
assaligned belovw thase levels,
unless authorized on an
exception basis,"

2. Encourage commanders to
support ciose professional
relationships and mutual
assistance between OESOs,
on a geographical basis,
regardless of the command
to which they are assigned,

3. Include instruction in

the OESOC on (a) OE

applications in the areas of
installation and project
management, community
development, hospital management;
and other types of management

as deemed appropriate (b) demign
skills involving transitioning
units from the assessment to

the implementation phase

of the OF process and (¢)
methods for evaluating OF
activities and documenting OF
experiences and leasona learned.

4, Stabilize OESO assignments
be for 2 minimum period of
18=24 montha.

ODNCSPER

TRADOC

ODCSPER
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1 Jul 77

1 Sep 77

14 77

ODCSPER Action

TRADOC Action

ODCSPER Action
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X. INFORMATION

FINDING
There 18 a general Information vold on OF at all levels in the Army.
EXPLANATION

A comprehensive integrated OF Information Plan is required., The HQDA
Public Affairs Office's current effort at developinpg a plan may meet this
requirement, However, extensive input and cooperation from various Army
headquarters and Staff elements is necessary to develop and execute this
comprehensive plan. There is a specific need to inform general officers,
senior commanders, and staffas on OE on a periodic and timely basis, For
example, OE has not received adequate attention and emphasis in the C5A
Weekly Summary. This need cannot be met in the time required by solely

relying on existing service schools and senior service schools which
meet long term Information requirements.

RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL
AGENCY DATE MEASURES
L. Implement OPA OE Information OPA Continuing OPA Action
Plan. GOSC=-1IPR
(Quarterly)
2, The CSA Weekly Summary OCSA Continuing QCSA Action
contain appropriate OE (Monthly)
information,
3. MACOMs establish their own MACOMs 1 Jul 77 MACOM Action
OE Information Plans.
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XL, RESOURCES

FINDING
A. Therv is a lack of general guidance on budgeting for OE activities.
EXPLANATION
With the exception of funds for OKI'C, there were no funds earmarked
for OE in the FY 77 Army budget, OE funding is currently accomplished in

an ad hoc manner due to the recent increase of OE activities in major
commands.,

RECOMMENDATIONS
RESPONSIBLE COMPLET TON CONTROL
AGENCY DATE MFASURES
1, Publish budget guidance. ODCSPER & 30 Apr 77 ODCSPER & COA
COA Action
2. MACOMs provide budget MACOMs For input DCSPER Action
planning guidance to to PARR,
subordinate commands, POM, BER,
coB, etc.
As appro-
priate
(initially
for FY 78
budaet)c
FINDING

B, The lack of an Army-wide GOQ survey capability has hampered the conduct
of OF activities.

EXPLANATION

The interim version of the peneral organizational questionnaire (C00)
survey ADP program was not approved for distribution until 28 Feb 77, Some
ADP hardware in the field does not accept the propram, Early OETC graduates
lack skill in use of the GOQ, OETC workshops in April-May 1977 will update
OF808 on use of new computer software and analysis of the G0N0, However, the
final version of the GOQ is hased on field input and acceptance of the
software program by HQDA and computer Systems Command., TRANOC is producing
the final version.
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RECOMMENDATIONS
RESPONSIBLE COMPLETION CONTROL

AGENCY DATE MEASURES
1. Continue the devalupment TRADOC 1 Jul 77 TRADOC Action
of the OE data processing
gyatem,
2, Approved the GOQ survey ODMIS & 1 Jan 78 ODCSPER Action
package as a standard Army ODCSPER GOSC-IPR
system, (Quarterly)

FINDING

C. In the long term, more suitable facilities are required for OETC.

EXPLANATION

Although the support provided by the host installation has been excellent,

the fact remains that OETC is housed in temporary facilities.

The importance

of the training and its unique aspects dictate more appropriate, permanent

facilities,
RECOMMENDATIONS ?
RESPONSIBLE ) COMPLETION CONTROL
AGENCY DATE MEASURES !
1. Determine and obtain the TRADOC Upon deter= TRADOC Action
appropriate facilities mination
for OETC. of firm
training ‘
requirements
A
i
i
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AJNHEX A

(CSA COMMENTS ON ORGANTZATIONAL EFFECTIVENESS (OF)
DISTRIBUTED AT THE ARMY COMMANDERS' CONFERENCE, 28 NOV=3 DEC 76

As all of you know, T have for sometime been intercsted in Organizational
Effectiveness (OE) as a technology and capability for streupthening and
improving the Army in the broadest sense. The results obtained from
pioneering efforts with OF durlng the past four ycars have heen illuminating,
but arc only the tip of the {ccberp, Collectively, these early initiatives
in line and staff unita signal a significant long term contribution to the
Army, For this reason it 18 important for us to discuss OF at this
conference and to use this discussion as a starting point for developing
a shared viewpoint of how to institutionalize and employ this capability
in the coming years.

As many of you know, we've made a lot of progress already. Bill Deluy
has gotten the momentum going in TRADOC and George Blanchavd has things
moving in USAREUR. We have momentum in FORSCOM, both in the headquarters
and the fileld, after a year of intensive effort., Beveral FORSCOM divisions
are well along with implementing OE, Other command initiatives have been
in MDW, Computer Systems Command, and more recently in DARCOM and EUSA/USFK,
By 1 January 1977 a total of 126 QF staff officers will have been trained
and deployed to the field,

We are also considering how to expand the use of OFE hare in the DA
Staff after three years of deliberate study and application in MILPERCEN
and ODCSPER, We also intend to get the NCOs and civilians involved.

My remarks today are derived from these carly experiences ard initiatives
and will focus in three major areas, Firat, I want to share wich you how
I see OL in the Army, Second, I want to distinguish between the voluntary
and mandatory aspects of institutionalizing OF, Third, 1 want to provide
general guldance and a few words of caution on how to proceed with this
capability,

I see OE in the Army from three perspuctives., First, OF is a practical
and systematic way of looking at how the Army and 1ts organizational
elements function by reflecting on the distinctly human nature of any
organization., Second, O {8 a process ~ a way of operating - that assists
with untangling and streamlining specific functions, programs and entire
organizations, As Bill DePuy says, "It helps get the gum out af the
system and to eliminate medieval practices.”" Third, OF encompasses a set
of techniques, which can and should be used selectively by the chain of
command, to assess, strengthen, and improve how an organization accomplishies
its mission, Open channels of communication and constructive problem molving
arc essential ingredients of these techniques. The total impact of OF,
when 1t 18 done correctly on a continuing process, is to promote greatar
understanding, involvement, and commitment to unit goals with pecple at all
echelons.,
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My goal is to institutionalize OF and to integrate it fully with
our leadership and management processes so that after a few years people
will say, "Didn't we always do it this way?"

If this goal 18 to be achieved, we must do it right. This means
we will go slow where going slow is appropriate and we will move more
quickly in those areas where it is essential. We will move in both
arcas with -comnitment,

Commitment means proceeding on the basis of understanding OF as
a technology and how it can benefit your command and the Army. It also
means a dedication to making the tough decisions which allocate resources
for establishing an OE capability; which allow time to derive the
maximum benefit from OE; and which judiciously employ these resources
and expertise.

We need to proceed toward institutionalizing OFE with the same degree
of interest that we devote to a new weapon system. But we also need to
recognize that the attainment of this goal is even more complex than
bringing a new weapon system on line because we are dealing with the
human dimensions of the Army.

1 realize that CE 1s a long range effort, 1t will take several years
to get it into the system. Before we can fully implement the OF process,
we've got to develop an OE capability. However, we can and we will
proceed with implementing the process and developing the capability
simultaneously,

There's a lot of confusion about OE being voluntary. Some people
are reading this to mean we're not serious., That's wrong! We are
serious, so serious in fact that we're going to take the time aud follow
a strategy to do 1t righe,

We are proceeding to develop an Army OF capability which will be
self-sustaining. This part 18 not voluntary. It is mandatory.

Now let me highlight the nature of what I am calling the mandatory
part of OE. This includes such things as creating the spaces for OFSOs;
~locating funds; develuping and publishing doctrine and policy;
implementing educatior and trainiung; and conducting follow-on research
and evaluation. This mandatory part will require training and education
not only for the Organizational Effectiveness Staif Officers (OESO) but
also for personnel in service schools and the chain of command in units,

In general, the technology of OE as well as the knowledge, skills,
and metliods of operating of the OESD are sufficiently unique to require
this intensive and continuing educational effort., In other words, we
will have an OF capability integrated into the system, but we will do
this in a manner that balances tnis initiative with other top priority
Army goals and requirements.

—a . __.




To assist us in analyzing the current status and future thrust of OF
I have organized a small study group. This group has the mission of
assessing the Army involvement in OE to find out where we are, where
we are trying to go, and how we should proceed to get there. I have
diracted the group members, who have in-depth experience with OE at
various levels in the Army from Lroop units to HQDA, to obtain your input
before making their recommendations to me. The existence of this study
group should not be viewed as a signal for slowing down or stopping
initiatives that are already underway within your respective commands.
The study group is a catalyst and opportunity for broadening and
reinforcing these initiatives., It is intended to provide assistance by
ensuring that an OE capability is institutionalized with an emphasis on
quality.

Now I want to turn to that portion of OE which must remain voluntary.
Our experience shows that many commanders volunteer to use OE after
they have been involved in OE education activities and are provided the
opportunity to employ OE trained personnel. Almost without exception,
those that spend time understanding and appropriately implementing OE
find it helpful in running thelr units,

However, some commanders do not immediately feel comfortable with
the OF process, These people do not initially become inveolved and
some, for that matter, may never want to use it, We must respect
these commandeis who may feel this way after they have had an opportunity
to sufficiently learn what OE is all about. However, even those commanders
who chose not to selectively use this technology should not preclude
their subordinates from using it.

A lot of people are skeptical at firat. This reaction is desirable
and to be expected. It is this healthy skepticism and a willingness
to give OF a failr try with one's personal involvement that ultimately
promotes a full understanding and intelligent application of OE.

In those units where we have provided the capability to do OE and
the effort has received adequate command support, more commanders are
requesting assistance than OESOs can handle. So from the point of view
of available resources, we cannot diract that all commanders will use
the OC process even if that were a desirable course of action.

But there {8 another more important and basic reason why we cannot
mandate the use of the OE process and specific techniques. Commanders
have a responsibility to be aware of what is availahle in the management
sciences, but they require latitude on how and when this knowledge and
skills are used.



In the long run as OFE becomes mora understood and integrated in the
syatem, 1 am confident that most commanders will see the potential and
will take advantage of it.

Before closing, some words of caution are in order, <The hasty
or incorract implementation of OE can be damaging. It is not a panacea
and a gimmick for solving all of our problems, It is simply a powerful
and useful technolngy that can be made available for our use., There is
a danger of pushing too far and too fast because the successful use of
OE involves people. It is not something done to them.

Some people in the Army are trying to second guess my sincerity.
Others may be "buying in" because it appears to be a good horse to ride,
This can get in the way of attaining any genuine success 8o we must
change these attitudes.

I am committed to institutionalizing OE in the Army because I believe
it will help us improve what we are alraady doing and have traditionally
known what is right. It is an evolutionary effort, but we've got to
do it with commitment and at a spoad that is appropriate. Experience
shows that when it is done right, it works.

I have emphasized two major parts of the OE effort: that which can
be mandated - the developnent of a capability to do OE - and the
voluntary part, the process itself.

We will be working with you and your people to obtain ideas and
inputs for making the recommendations we neaed to proceed with insti-
tutionalizing OE, particularly in those areas to ba mandated. If we
do a good job in this area and pay attantion to emphasizing quality at all
levels, the understanding and acceptability of OE can be assured.

I want to close by again stressing that we are instfitutionalizing
OE through the chain of command., Our purpose is to strengthen and improve
organizational leadership and management within and between unita in the
furtherance of our overall mission.
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PREFACE

This concept paper was originally drafted in March 1977 by the OE
Study Group. It was subsequently used as a reference during a 4-day
planning conference, which was conducted by the study group, to develop
the findings and recommendations pertaining to the institutionalization
of OF in the Army.

It is intended that the Office of the Deputy Chief of Staff for
Personnel, as the proponent agency for Army-wide OF matters, will use
this paper as a guide for determining organization and staffing
requirements in coordination with commands and Staff agencies. An earlier
version of the paper was provided to this Army Staff agency and has
informally served this purpose for about 2 months,

The final study group report was presented to the Chief of Staff on
7 April 1977 and resulted in a decision to establish a minimum required
Army-wide OE capability on a time phased basis through lst Quarter FY
79, An implementing message concerning OE structure and authorization
was sent to the field on 25 May 1977 by the Office of the Deputy Chief
of Staff for Operations, In addition, & draft Army Regulation on OE has
been prepared by the Office of the Deputy Chief of Staff for Personnel,
This draft regulation is being staffed for publication in July 1977,

Thie paper has, therefore, been up-dated to reflect these and other
related actions. 1Its contents are considered to be current through 1
June 1977 and valid, from the OESG viewpoint, as an appropriate concept

for progressively establishing and suataining OE organieastion and staffing
during the next 2-3 years.

FRED W. SCHAUM
Major, GS
OESG
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INTRODUCTION

*

The institutionalization of an Army-wide Organizational Effectiveness
(OE) capability is a top priority Army goal. On 17 November 1976, the
Chief of Staff established an OE Study Group (OESG) to analyze the present
status of OE in the Army and to recommend a strategy and courses of action
for accomplishing this goal. One of the OESG tasks is to develop this
concept paper, outlining requirements for this capability, for diatribution
and staffing to Army Staff agencies and their staff support and field
operating agencies.,

OE is a term for the military application of a technology that is
derived from successful leadership and command practices and the applied
behavioral and management sciences. As such, this techrology encompasses
specialired knowledge, skills, and techniques that are made available
to «n organization through consulting services and the direct involvement
of the chain of command,

OE consulting services are provided on a confidential basis to any
interested unit by individuale who have received training in the
application of this technology. These people, who are trained in a 16-
week program at the US Army Organizational Effectiveness Training Center
(OETC), are designated with an additional akill identifier (52) for
assignment to Organizational Effectiveness Staff Officer (OES0) positions
down to installation, division, and separate brigade levels.

The purpose of this paper is to provide a general concept and approach
by which commands and Staff agencies can progressively build an OF
capability beginning in 1977 and sustain this capability in the outyears.
The main thrust is to convey the importance of rigorously analyzing
staffing requiremants and periodically (perhaps as frequent as
semiannually) updating these requirements. This approach is considered
essential for the following reasons:

1 ~ The technology of OE is relatively new to the Army and its state-
of~the-art as applied to military organizations is in a formative stage.
As such, lessons learned need to be systematically documented and
reflected, as appropriate, in organication and staffing considerations,

2 = Until 1976 an identifiable OF capability has not existed in the
Army, except in a few commands or Staff agencies which were involved in
pilot projects. Functions now need to be identified and staff elements
crested on a broad scale in organizations where there has been essentially
no prior understanding and use of the technology. -

Lenief of Staff Memorandum 77-5~5, eubject: Organizational Effectiveness,
dated 9 February 1977.
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3 - OE staff elements will of necessity have to be created out of
existing resources during a period when the Army is facing manpower and
budgetary reductions. This situation will require careful analysis on
the part of each command and Staff agency before resources can be
reallocated., It also requires acceptance of the idea that creating an
OE capability is integral to mission accomplishment and responsive to
the needs of commanders and managers at a variety of levels in the Army.

4 = In order to institutionalize an Army-wide OE capability, the
establishment of OE staff elements and consistently filling them with
adequately trained personnel requires working within existing force
structure and personnel management systems. Since 1975 structure and
staffing has been essentially accomplished on an ad-hoc basis with minimal
Department of the Army guidance.

Department of the Army guidance on OE activities and training is
contained in HQDA letter 600«?76~2, dated 3 May 1976, Thia document, which
is currently being revised for publication as an Army Regulation in 1977,
and the draft regulation serve as & common reference and point of departure
for this concept paper. An OFE capability, according to current guidance,
is generally interpreted as the sssignment of one or more OE trained
officers to a particular command or Staff agency.

The concept of an OE capability, which is presented in this paper,
expands on this earlier guidance with & broader functional definition
of OE. Guidelines are included for identifying necessary OF management
and staff positions, personnel requirements, and educational/skill
requirements based on an examination of OESO field experiences since esarly
1976, This more comprehensive approach is designed to enaure that
sufficient resources are devoted to OE so the Army can fully benefit from
OE methods and trained personnel,

This paper is not intended to be a definitive text on the technology
of OE. 1t is assumed that each command or Staff ageucy possesses or can
readily obtain a basic understanding of this technology and how it is
being applied in the Army., It is essential that each organization involved
in this analysis obtain the assistance of OF treined individuals from
a2 major command heasdquarters or HQDA so that it can proceed from a common
technical frame of reference.

Section I of this paper provides essential background information.
Chief of Staff guidance as well as experiance and issues associated with
OF staffing and field applications are highlighted. Section 1I contains
a general description of l4 basic functions that are deemed essential
for a quality OE capability to exist Arwmy-wide. The extent to which these
functions are applicable at different levels and are organized and staffed
varies. Sections IIl1 & IV contain a suggested step~by-step method for
determining appropricte etaffing, skill, and educational levels for each
function and position in any OE statf element.

B-3
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BECTION I = BACKGROUND

A. HQDA GUIDANCE.

During the 1976 Army Commandars' Conference, the Chief of Btaff
discussed the importance of institutionalizing Organizational Effectiveness
(OE) as a technology and capability for strengthening and improving the
Army. The following excerpts from his remarks provide the basis for
establishing a comprehensive OE capability as a top priority goal:

"The goal im to institutionalize OF and to integrate
it fully with our leadership and management process
+sothe mandatory part of OE...includes such things
as creating the spaces for OESOs (Organizational
Effectivenass Staff Officers); allocating funds;
developing and publishing doctrine and policy;
implementing education and training; and conducting
follow=on research and evaluation. This mandatory
part will require training and education not only
for the OESOs but glso for personnel in service
schools and the chain of command in units."

Esteblishing an identifiable OE staff structure with adequately trained
peraonnel to support all Army elemente is, therefore, a mandatory
requirement. In order for OE expertire to axist and be provided in a
consistent and quality manner, a broad range of functions, as mentioned
above, must be performed and supported at a variety of levels in the Army.
These functions must meet command needs and be formally defined, organized,
and staffed with a degree of uniformity and structural integrity.
Furthermore, the chain of command must be sufficiently knowledgesable of
how to optimally manage and use this capability.

In addition, the location of this capability at multiple lavels in
the Army is designed to provide coordinated OE technical assistance which
respects the confidential aspects of OE consulting. Although staff
proponency for Army-wide OE is vested in ODCSPER staff channels, there
will be no centrally mandated OF program.

Currently the Army is annually training about 150 eelected officers
in the grades of CPT~LTC ar OFSOs. This is expected to increase in 1978
to an annual training output of 270 OESOs. These individuals are
designated with an additional skill identifier (A8I 52Z) and are
subsequently assigned to staff positions down to installation, division,
and ssparate brigades. Interim DA guidunce of 3 May 1976 authoriszed
commanders to establish & partial DOFE capability by requesting the
assignment of ,one or morc OESOs and by rcdeli’nating spaces to A1A3Z within
existing assats. Until 25 May 1977, this action was {initiated on a
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voluntary basis whereby the organization, staffing support, and use of

OE trained personnel was left to the discretion of commanders. The initial
restriction of awardiang the ASI 52 to only those individuals managed within
the OPMS Personneal Management Specialty (SC4l) was lifted. However, a
procese for redesignating spaces to ensure their alignment within this
specialty has been established.

Although OF training has primarily focused on active duty officers,
it is apparent that selected noncommissioned officers, DA civilians, aend
Reserve Component personnel will be involved in this training in the near
future. Concept papers on this subject are being prepared by TRADOC in
coordination with HQDA. Requirements for these personnel should,
therefore, be considered and estimated when complering Sections IIl and
IV of this paper,

B. EXPERIENCES,

Since December 1975 approximately 130 OESOs have buen trained and
assignad to various commands and Staff agcnsicl in CONUS and overseas.
Experience to date indicates the following:

1 = OE has had a major impact on users in a short period of time.
Most military users see the utility of OE and once exposed in-depth usually
ask for more. As a result OESO consulting and/or staff duties are full-
time rather than part-time.

2 - OE is most useful when focused on mission related issues,
especially in the areas of unit operations and management, staff
management, installation management, and community development.

3 -~ OESOs are generally viewed as being well-trained, They have had
the opportunity to use & wide variety of techniques to meet command needs
and the application of the OE process varies. These findings are
consistent with Department of the Army guidance which emphasizes the

implementation of OF as a decentralized process which is tailored to a
unit.

4 = OESOs, who work jointly on a temporary basis with management
or human resources development specialists on specific projects,
substantively contribute to a more compreshensive and cffective approach
to these related efforts,

5 = There is a need for OESOs to be assigned to higher headquarters
(Corps, MACOM, and HQDA) to do staff and consulting work. The consulting
assistance shiould be provided, on an as-required=basia, to subordinate
organizations and to OESOs assigned to thes2 organizations. This generally
requires OESOs with higher levels of education and O consulting experience
with some limited augmentation by vivilian consultants, vho are selectively
hired under contract by the using unit or with MACOM assistance.

IThe majority of these observations are subatantiated by the results
of Phase I of the OX Evaluation which is being conducted over a 3-year
period by the OE Training Canter at Fort Ord.
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| 6 - OESOs are best assigned and utilized in teams rather than on an

! individual basis., This is especially apparent at large installations

i or in commands where units are widely separated geographically. The team

: approach is also necessitated by the demands of OE consulting which involve
responding to multiple client relationships. The assigament of teams
to a particular organization means having two or more OE trained

: individuals operating together. It does not mean that MILPERCEN should

; necessarily assign individuals in teams as they graduate from OETC,

7 - Commands and Staff agencies are in the best position to determine
the most appropriate way to configure, support, and employ OE assets after
conducting introductory OE activities with military OE consulting support.
i This does not eliminate the necessity for definitive Department of the
' Army guidance in the form of a regulation. It does indicate that each
command and Staff agency has unique missions and structures (MTOE/TDA)
which require a tailored OE capability.

8 = The optimal OE staffing for major command headquarters, divisions,
| . instsllations, and some separate brigades or commands which are
geographically dispersed appears to include the following: Four-six OE
trained personnel (a mix of officers, NCOs, and DA civilians); one survey
officer; and one clerk typist,

~—

9 = In those instances where commanders have sought to fully exploit
an OE capability for more than a year, it appears desirable to have
additional etaff personnel receive more indepth OE training (short of
the 16-week OESOC) us a way of augmenting assigned OESOs. This
augmentation has occurred in the following ways:

: (a) Selecting and training individuals on a voluntary basis to serve
as part-time interns under OESOs and/or civilian consultants on a specific
project.,

(b) Training full or part-time Leadership and Management Development
Course (L&MDC) facilitators.

{ 10 - Positioning of OE staff elemants requires consider.:ions over

: and above the straightforward placement of OE trained personnel within

b an ODCSPER/G1/DPCA organization. In general, OESOms should be located
in the staff where they can be highly responsive to user units.

C. ISSUES.

The following are the dominant issues which wust be resolved if the
Army is to estsblish a quality OE capability.

e e

1 - OF staffing is ad hoc with serious shortfalls in trained personnsl.

This particular issue has three facets: (a) An OE capability has been
typically interprated to be the assignment of at least one OES0O in
accordance with interim Department of the Army guidance which was published
on 3 May 1976, This policy was adopted to meet initial coomand requests
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for OE trained personnel and as a means of gaining some field experience

! with OESOs before committing additional assets. The HQDA wessage of 25

: May 1977 on OE Structure and Authorization expands on this guidance by

; requiring & winimum OE capability according to the rule of thumb of two

; OESOs per division and installation and one per separate brigade, The

L range of functions that need to be performed exceed the worklcad

I capabilties of OESOs who are assigned under this policy. This is
‘ especially apparent at HQDA, in MACOM headquarters, and in combat
development, training development, and instructor positions within TRADOC.,

(b) The current estimate of Army-wide requirements for OESOs in full-
. time consulting positions is 360, This is & rough estimate which was
not necessarily based on any rigorous analysis of the functions that must
be accomplished at each level and the associated personnel, educational,
and skill requirements. Hence, the functions which are described under
Section 1II of this paper have not been well-defined under mission/function
statements.

(¢) OESO assignment priorities have initially focused on field
i commands, such as FORSCOM and USAREUR., There is, therefore, an
. understandable shortfall of experienced OE trained personnel to accomplish
critical policy, doctrine, training, and research functions in TRADOC

! and BQDA., This imbalance seriously constrains the long-term quality of
n OF efforts and the rate at which a substantive Army-wide capability can

o be established. Although this shortfall might be simply rectified by

: changes in OETC quotas and OESO assignments, corrective action should

; proceed on the basis of a thorough functional analysis,

; 2 - Commands_and Staff agencies are reluctant to internally reconfigure
: existing resources and spaces to support OE functions without
straightforward guidance from her headquarters and a clear opportunit
to obtain relief from pursuing other functions/activities. OF Ea typically
viewed as another additional mission which must be supported with existing
assets. For the most part, this mission tends to be narrowly and
incorrectly perceived as a new form of "human relations" training rather
B than as a consulting capability that broadly supporty all functional areas
: ; in a command. 1Initial DA guidance, which was racently revised, only
permitted redesignation of existing spaces to OES0 positions from within
tha personnel management area. This narrow focus within which tradeoffs
were first identified tended to precipitate undue pressure on personnel
. programs, such as RR/EO, and misperceptions about the naturs and
applicability of OE. Since no addditional officer spaces are available
from HQDA for OE positions, commands and Staff agencies will remain hard
pressed to provide more than nominal support unless a firm priority is
established and followed by HQDA and the wajor commands.
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3 = The officer personnel management system does not, as & matter
of routine, intensively manage the assignwent of individuals who_have
educational background in OE and related areas of behavioral science.
Although this is beginning to change with the use of the ASI 52, there
is & pervasive underutilication of people who have advanced degrees or
have taken short courses in this area, Many of these people, if identified
and given some additional OE training, could capably perform as OE managers
or stuff persoonel, There are four aspects of this issue,

(a) Current attempts to educate sanior officers (05 and above) in
OE concepts have not been entirely successful. The majority of these
educational efforts have besn ad hoec in nature and of short duration (1~
2 days) to meet immediate command needs. As a result, many managers who
have direct staff responsibility for OE have received little more than
a basic introduction to the technology as well as the skills and
capabilities of the OESO. These mansgement positions, which require more
indepth knowledge, are especially critical at the MACOM and HQDA level.
As OE becomes more integral to the service school system this situation
is expected to diminish. However, there will be a continuing need to
ensure that key management positions are filled by individuals who possess
s requisite degeee of knowledge and experience by which they can manage
and guide OE functions. Until these positions are identified and coded
for education/skill levels, it will be difficult, if not imposeible, to
assign qualified individuals to these positions and for TRADOC to design
appropriste OF management instruction.

(b) Selected OE staff and management positiona have not been uniformly
validated for graduate degrees through the AERB process. In the past
commands or Staff agencies have not emphasized this requirement or have
requested blanket validations for all OE positions. Both approaches result
in a significant shortfall of expertise and an impossible situation for
personnel managers. A careful balance must be achieved by selectively
identifying and validating thess positions and consistently filling them
with qualified personnel, Advanced degree requirements for these positions
primarily exist in HQDA, TRADOC, and other MACOM headquarters. Advanced
degrees, however, are alone insufficient to qualify an individual as an
OE consultant.

(¢) There is a need for reuti ization and, in some instances during
the next 1 ~ 2 years, repetitive O . assignments for selected individuals
within the overall framework of an Army-wide OL capability. This need
has not bean formally recognized, although it is implied by having this
capability at multiple levels in the Army and the current shortage of
OE trained personnel. Quality OF expertise and experience can only be
cultivated by a healthy interplay between OF management, staff, and
consulting assignments. Opportunities should be provided throughout an
individual's pareer for assignments in & primary specialty and continuing
OF training and education.
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(d) There is a critical neeu o assure more timely assignments of
OE trained personnel and their utilization for a 2-year period in OE
positions. Intensive personnel management of quality OF trained personnel
cannot be achieved on a consistent basis until: (1) An appropriate number
of spaces are designated and documented for OE positions, (2) Commands
routinely submit personnel requisitions against these positions, and (3)
Assignment priorities and utilization guidelines are formally established
and followed:. Intensive personnel management is primarily a function
of assignment policies and actions in commande and Staff agencies and
not simply a MILPERCEN responsibility.

4 - The introduction and development of an OE capability tends to
be passive and frustrated at various levels in the Army. There is a widely
held perception that OF has the potential of becoming a '"stovepipe program"
given the recent history of centrally directed and administered programs
that have svolved in the Army. Although HQDA guidance has consistently
prohibited a "stovepipe" approach, there is coneiderable diversity of
opinion as to what constitutes a "stovepipe" and what is permissible to
energize and manage an OE capability. 1In some instances, staff elements
have restricted OESOs to performing only staff work and have viawad
consulting as an operational function which is outside the purview of
the organization's responsibilities. The manner in which OE consulting
is done virtually guarantees that a "stovepipe" will be avoided, i.e.,
commanders initiate requests for OE consulting assistance on & voluntary
basis and the ctpecifics of any consulting work is kept confidential.
1f an OE capability is to be adequately developed and managed, then OESO
staff visits to subordinate organizations and joint consulting activities
with other OESOs in these units should be permitted. This is especically
critical if technical inforwation channels are to be open and well-
coordinated.

5 = There is some confusion about the role and staff assigniients of
OESOs. The source of this confusion is understandable at this early
stage of introducing OE into the Army and is comprised of more than one
alement.

(a) The OESO is a consultant and not an inspector or an efficiency
expert,

(b) The OESO focuses on arganizational processes and not just human
relations, Although OE has been functionally located in the area of huuan
resources devel:opment, the OESO is not intended to replace or be
interchangeable with Equal Opportunity or Drug/Alcohoi Abuse personnel.

(c) The OESO is trained as a consultunt and not an HRD manager.
As such, his or her services are intended to be widely used in support
of any organization and wission requirement.

(d) Some OESOs are being reassigned without regard to the need for
them to complete a 2-year utilisation tour. While selection for command,
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attendance abt senior service schools, and reassignments for compassionate
reasons should take precedence, there are other conflicting assignment
priorities that can undermine attempts to launch an Army-wide OF
capability.
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SECTION II - ARMY-WIDE OE CAPABILITY

The previous section of this paper highlighted current experiences
and issues relative to establishing an Army-wide OE capability. This
section is devoted to outlining the primary characteristics of this
capability from a systems perspective, It is intended to convey some
of the complexities involved in creating and sustaining a structural base
for delivering OE expertise to the Army.

A, Two primary systems are described ~ an OE Support System and an OE
Operational /Field System - and six guidelines are offered to provide
general structure and staffing criteria for each of these systems. It

is readily apparent that the Army possess sufficient organizational
arrangements and resources to support an OE capability. The challenge
lies in positioning OE trained personnel in these existing eystems and
managing a complex array of organizational relationships within and across
these systems.

OE SUPPORT SYSTEM., This system, as shown in figure 1, consists of

organizational elements which can provide primary support for OE policy,
doctrine, training, education, personnel selection and assignment, and
research, It is principally defined by selected HQDA Staff agencies

and their respective field operating agencies, the Training and Doctrine
Command, and ODCSPER staff elements in the major commandas. The US Military
Academy and the Army War College are alsc included as wall as certain
command specific training/educational facilities. The figure is 2 way

of looking at the critical components of this system. It is simply
suggestive of the types of organizations and network of relationships

that exist or need to be developed.

B-11
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OE OPERATIONAL/FIELD SYSTEM. This system, as shown in figure 2, is

comprised of commands and Staff agencies and their subordinate elements
which provide direct OE consulting support to user units. In some
instances, elements of both the support and operationgl/field system will
co~exist within a command, such as TRADOC, or will overlap between
commands, such as FORSCOM units on TRADOC installations., Coordination

of OE resources and an OE technical network within and between these
subsystems is a major management responsibility,

Each command or Staff agency has a unique mission. There are important
differences in how they are organized and managed; the technologies and
personnel they employ to accomplish varied missions; and their geographical
locations. Although ODCSPER OE staff elements in the major commands
provide a focal point for the management of OE consulting in these systems,
it is important to carefully tailor the organization and staffing of OE
consulting elements to address the unique needs and differences of each
command. For example,DARCOM's needs and requirements are decidedly
different from FORSCOM's.

This diagram is alsv not intended to be all inclusive. It only
suggests the scope and complexity of relationships that need to be
considered in managing this diverse system, For example, ODCSPER and
ite field operating agency, MILPERCEN, have full-time OESOs. As other
HQDA Staff agencies become involved in OE activities, it is expected that u
they will follow a similar pattern with assignment of OE trained personnel
to their respective organizations.
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SECTION Il - ARMY-WIDE CAPABILITY

B, The following characteristics of an identifiable and fully operational
OE capabillity at multiple levela in the Army provide the basic structure
and staffing criteria for each of these systems:

(1) The application of the OE process and methods is conducted on
a voluntary and decentralirved basis and tailored to the specific needs
of user organizations.

(2) OE as a staff function is principally located and managed within
the highest level Staff agency responsible for the personnel management
function, e.g., ODCSPER, Gl, DPCA staff elpments. However, if a commander
80 elects, the OFE staff may be located in the Office of the Chief of Staff
or Office of the Commander. The only major uxception to this criterion
would be in instruction, combat development, and training development
functions in TRADOC.

(3) An OE capability consists of a staff element that is organized
and staffed with:

8, Appropriate spaces which are allocated to support all identifiable
OE functional requirements and are documented in MTOE/TDAs, and TAADS,

b. Positions that are described and coded for required duties, skills,
educstion, experience, and grade levels, to include advanced degrees where
appropriate, These positions cover management, staff, faculty, consulting,
and administrative/technical support requirements and reflect the type
of personnel (officer, NCO, civilian) desired to f£fill these positions.

c. A minimum of two or more OE trained personnel who are assigned
to full-time OE consulting positions. This does not preclude commanders
from -onsolidating OE consulting assets into & single staff element at
installation or division levels., It does preclude consolidation of all
OFE assets at Corps or MACOM levels and the assignment of only one OESO
to a unit.

(4) Selected HQDA and MACOM OE trained personnel are permitted to
provide direct consulting support to subordinate organizations and other
OESOs, on a vequest basis, and can maintain formal and informal technical
information channels.

(5) Limited numbers of OF trained personnel may be positioned in
staff functions other than personnel management., This includes additional
personnel, with OE related skills such as LAMDC trainers, who are trained
and used to augment & command's primary OF capability as part of their
normal duty requirements.




(6) OE consulting capabilities are mutually reinforcing and are
positioned to be used broadly across & variety of functional areas in
i direct support of mission requirements.

\ In summary, the establishment of a fully operational Army-wide OE
= cakability depends on a comprehensive identification of structure and
i staffing requirements in two major systems: OE Support System and OE
; Operational/Field Syatem, Implied is the necessity for clearly specifying
! : control and coordinating relationships between these organizational
! i elements, Of squal importance is the necessity to actively manage OF
i : expertise and resources across the boundaries of these systems to avoid
| : a narrov approach to utilizing these scarce assets. The OE functional
: i analysis which is presented in the next section provides a mechanism for
I : accomplishing these requirements.
i
1
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SECTION 111 - FUNCTIONAL ANALYSIS

The 14 OE functions defined in this section must be performed if the
Army is to have an institutionalized OE capability., The extent to which
these rfunctions apply at various levels within commands and Staff agencies
varies,

A. SUGGESTED SEQUENCE.

A suggested guide for conducting a comprehensive functional analysias
consistas of the following seriea of steps using the list of OE functions
and an OE Capability Worksheet #1, which follow.

STEP 1 = ldentify which of the 14 functions apply in whole or in part
to a particular organization.

STEP 2 - Briefly describe these functions as they pertain to the
organization's level of responsibility.

STEP 3 ~ Estimate th: number of man-years required to perform vach
function, e«ge«, +3 man-years, 1 man-year, 1.3 man-years.

STEP 4 ~ Specify under the projected man-years for each function the
breakout of officer, NCO, #nd/or civilian man-years. The total of these
categories for each function should equal the total man-year estimate,
For example, POLICY/PLANS = 3 man~years (two officers; none NCOs: and
one civilian),

STEP 5 = Identify the office where each function is located or would
be performed. Once the functional analysis is completed a personnel
analysis should be completed as described in Section IV,

B. OE FUNCTIONS.

l. POLICY AND PLANS. The development, coordination, and execution of
written guidance and plans pertaining to all or a portion of OE functions.

2. DOCTRINE. The development of operational concepts which are derived
from study, research, test and evaluation to guide the use of OE in the
Army both managerially and technically,

3. TRAINING. The conduct of OE education and skill development activities
within formally established service school curricula and in the field,

This includes a training development function which is designed to
translate OE concepts into instructional modules and training aide and
materiala.

4., RESEARCH/STUDIES. The conduct, coordination, monitorship, or review
of scientific or quasi-scientific inquiries pertaining to the state of

the art of OF, evaluation of the impact of OE efforts, and related aspects
of behavioral science in the Army.

B~ 15
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5, ASSESSMENT. The conduct of indepth examinations of various
organizations using computer assisted survey or other OE assessment
techniques and/or management type evaluations of specific OE activities
or functions.

6., INFORMATION, The development of staff papers, articles, case studies
or similar material pertaining to OE. This function aleo may include
briefings, presentations, and activities in support of an OE technical
network.

7. BUDGET AND CONTRACTING., The development and management of the
budgetary and contracting aspects of OE functions. Each command and Staff
agency must determine its own needs and budget accordingly through normal
channels, In some instances it may be desirable to obtain the services

of civilian consultants, This requires the preparation of technical
statements of work in coordination with local budget and contracting
offices and individuals to coordinate and support the activities of
civilian consultants.

8. CONSULTING., This function encompasses the full spectrum of primary
OESO duties that are designed to provide knowledge, skills, and techniques
to user units and organizations. The OESO usually works in two capacities ~
as an internal consultant in the unit to which he or she is assigned and

as an external consultant outside of his or her parent unit. This function
should be analyzed carefully to avoid underutilizing or overcommitting

OE trained personnel, Criteria, such as the number, size, and geographical
separation of potential user units and the complexity of systems and
problems govern the scope of this function as well as the desired
expertise/experience/grade level of assigned OE personnel, In some
instances OE trained personnel may be required to perform instructional

and OF staff duties in addition to consulting, These requirements are
normally found at HQDA, MACOM headquarters, and in service schools, where
OE expertise is needed as an integral part of teaching or staff work.

9., BSELECTION AND ASSIGNMENT., Certain OE stuff elements must devote time
to this function, in addition to MILPERCEN and the normal personnel staffs
that handle assignment actions., For exsample, nominations for individuals
to attend OETC can be made by the field and the placement of OESOs within
the command should be consistent with current and projected OE activities,
In addition, this function may include periodic reviews of OE staffing
within a command, updating pertinent TOSE/TDA documents, and validation

of positions for graduate degrees under the AERB process.

10. INSTRUCTION. Commands and Staff agencies usually conduct periodic
OE short courses wvhich require full or part-time instructor support.
Althouph instructors for these courses such as the 5-day Leadership and
Management Development Course (L&MDC), require competence in certain OE
skills, all of the instructors do not need to be OETC graduates. Thia
instructional function, which pertains to a non-service school situation,
should be closely analyzed and staffed to avoid using an OESO as & full-
time instructor rather than as & consultant,

B-~16

A




11. JOINT COORDINATION, Other services, such as the Navy and Air Force,

Federal Government agencies, and civilian universities are involved with

‘ OE type training and activitiea. In this regard, there is a need by some

: Staff agencies to maintain liaieon with these organizations and participate
in joint activitiesa, such as conferences or symposia.

12, CONFERENCES. This function includes work related to the design and
' o conduct of conferences.

; 13. LONG TERM PROJECTS. This function involves the selective assignment
{ ’ and retention of individuals in positions where extraordinary requirements
; o exist to oversee the design, text and development, and introduction of

' some aspect of OE technology into the Army. Continuity, technical

i _ expertise, and interorganizational coordination are critical to these

! positions,

14, PROFESSIONAL TRAINING. This function involves planning and
coordination of civilian education and training (advanced degrees or short
courses) for OES0s and OF managers, accreditation of individuals who have
i : prior OE related experience and do not need to attend the full course
. at OETC; or the conduct of professional development seminars for OESOs.,

B~ 17
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SECTION IV - PERSONNEL ANALYSIS

; The attached worksheets are designed to identify appropriate OE

Z personnel requirements and personnel on hand, respectively. The purpose
_ is to fit numbers of qualified personnel with the previously identified
I functions.

A. The number of people required to manage, perform, and support each
function identified under Section IIl should be indicated on OE Capability
Worksheet #2 next under. Clerical and administrative personnel should
also be listed,

STEP 1 - Indicate the appropriate title for each position and the
number of people required,

STEP 2 -~ Specify whether these should be officer, NCO, or civilian
personnel and their preferred grade levels.

. STEP 3 -~ Using the skill and education codes at the bottom of the
! worksheet, specify those which are applicable for each position. If
P educational level codes D4E are used, indicate whether or not the positions
' .. have been AERB validated., 1f requests have been made for validation,

B comment on the status of the requests.,

¥ B. OF Capability Worksheet #3 would be completed in a similar manner

v to indicate personnel authorized and on hand., An indication would be ‘
: i made concerning whether or not a personnel requisition has been submitted

b for those positions which are not filled and the status of the

L requisitions,

Together the completed functional and personnel analysis worksheets
would provide a more refined estimate of current and projected
requirements, Consolidated information could then be made available at

MACOM headquarters and at HQDA to identify shortfalls and assist in
planning.

B e E T R P

iy

A HTOaT L

\e

T A L A g e s




sme1s quav AJyosdsy ouRTIdxy TNV
JO 3J83] AJION J0 T TITA POUTRLL IO -
¥ud - 3 (3ueTeanbi o 2enper) J130) peUreal 0 -

xa3x3aq sIsey - q UIU] IO I03INILSUT

OriN ™M«

ajenpery 33TY0) - 9 ‘33 ‘STTPIS PoYeTaY J0 918wy 0 -
o3aTT0) owog - g 40 jo aldpamouy TeIaUa) -
d0 UOo S38In0) 3I0US LIe) TTIN/USITTAY) - V 40 Jo adpatmouy ON -
—3q00 NOTLVONCGA 00 TID
SINTW0D TAATT ‘TVNOIIVONGA TAATT TIIXS 30 AAVED  ATD/OON/430 OA wADIN TILIL NOILIISOd
:0INt ANV NOLILVZINVOWD
SANVIWDD HOLVN

ZF IdAASTHOM XLITTIAV4YD 30




sMe1s QEAV AFpoedss SJ8a) AJOW 30 T TITA PSUTSIL 30 - ¥ m
(rueTRATRDZ .
*qud - 4 J40 NWNPEE) J1I0) PoUTRAL 0 - €
#9233aq sIMswN - d uIjuy J0 Jo3IMIIsUf F
sjenpery 93aTT0) - 9 *3°s ‘STTINS perwTey Jo Oy8wd 30 - 2 ,
uoﬂoom!m-m 30 Jo 3poTaouy TeXawsn) - T
30 "o $38aM0) 3IOUS LIS} TTIN/UBYTTAYD - 40 Jo a3pamouy of - O ,
— 3000 NOLIVOOGH 2000 TIIXS ,
_

SINDW0D H/O EE AVHD  ATD/00N/440 H/0___ #IAV  FILILI NOILISOd 3N aNTT
THAFT NOILVONGA ‘TAATI TIDNS & UIBNN WVIL/30IN

<010 ANV NOIIVZINVOHO

*QNVND) BOLVR




SECTION V - QE STRUCTURAL ANALYSIS SEQUENCE

A. The purpose of this section is to provide a summary outline of a
sequence of events for shifting from an ad hoc determination of OE
Structure and staffing to a process based on systematic analysis and
review. The attached diagram is an sttempt to portray the main activities
and actions and to indicate the use of this concept paper in this process.

The boxed-in portion of the diagram reflects the current area of focus.
The HQDA message on OE Structure and Authorization (25 May 1977) and
concept papers on the roles of NCO's and DA civilians set the stage for
moving toward the systematic analysis and revieaw process. The objective
is to progressively determine the minimum required OE capability for the
Army over a 2-3 year pariod. As the structural requirements are refined
and up-dated, this process will facilitate establishing training
requirements, normalizing assignment actions for OE trained personnel
within existing personnel management and career programs, and making
necessary revisions to OF education activities.

Throughout this saquence the Office of the Deputy Chief of Staff for
Personnel is the focal HQDA Staff agency as the proponent for Army-wide
OE matters, Assisted by the Ganaeral Officer OE Steering Committea, ODCSPER
is enpected to proceed with this process in close coordination with major
commands and other Staff agencies and with feedback obtained from the
results of the OF evaluation, which is being conducted by the OFTC from
1977-80,
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CHIEF OF STAFF

| Memorandum

- : U. S. ARMY
i oate 9 February 1977

oiste A exeimes 31 January le_@_

CsM 77"5‘5

: SUBJECT: prpanizational Effectivenass riLe CS 320 (9 Feb 77)

: ACTION UFFICER/EXT
- LTC Duey/56568

MEMORANDUM FOR: HEADS OF ARMY STAFF AGENCIES

1., PURPOSE. This memorandum nssigns responsibilities for actions directed
‘ : by the Chief of Steff at a briefing by the Organizational Effectiveness
| : Study Group (OESG) on 22 December 1976,

2. REFERENCES.
; &, HQDA Letter 600-76-2, DAPE~HRL, dated 3 May 1976, subject: Organi-
i zational Effectiveness,

!
} !
}; | b, Message, DACS-DM-OE, DTG 171924Z Nov 76, subject: Organizational
i Effectiveness (OE) Activities and Training,

!

3. BACKGROUND,

#. On 17 November 1976, the CSA established the OESG tv analyze the
! : present status of organizational effectiveness (OE) in the Army and develop
i : recommendations on methods for institutionalizing OE throughout the Army,

' Reference 2b announced the establishment of this Study Group.

b, On 30 November 1976, in comments to the Army Commanders' Conference,
the CSA reviewed the status of OE in the Army, During this review he
distinguished between the voluntary aud mandatory aspects of institution-
elizing OE, emphasizing that the implementation should be evolutionary
with personal commitment and appropriate speed,

‘ ¢, On 22 December 1976, the OESG conducted a briefing for the CSA to

' describe activities to date and discuss preliminary findings., During this
briefing the CSA discussed the role of the DCSPER General Officer OF
Steering Committee and the importance of institutionalizing OE through the
chain of command, The poasibility of a second commanders' conference lster
in 1977 with the need to include OE as a key topic, was also discussed,

T e = = = e

4. RESPONSIBILITIES,
; 4, The OBSG will =-

(1) Develop a draft concept paper, outlining requirements for an

| N C«1
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SUBJECT: Organizational Effectiveness

Army-wide OE capability, to be distributed to Army Staff agencies and their
staff support and field operating agenciea for staffing.

(2) Develop a time-phased plan which nutlines the steps and pro-
cedures required to institutionalize OE in the Army,

b. The Director of Management, OCSA, will establish a capability
within OCSA for OE consulting on the Army Staff and to advise the CSA on
the progress of this effort.

¢+ The Deputy Chief of Staff for Personnel (DCSPER) will «-

(1) Compile a 1list of key mansgement and staff positiors at varlious
headquarters which require knowledge of OE and identify personnel who by
reason of civilian education, training, or experiance, qualify for assignment
to those key positions NLT 28 February 1977.

(2) Prepare a DA Pamphlet on OE by 30 March 1977,
(3) Prepare an OE regulation to replace reference 2a by 1 April 1977,

(4) Begin to assign the most qualified officers uvailable to staff
the positions identified in (1) above,

(5) In coordination with OCLL, prepare material to inform Congress
of Army OE efforts,

d. The Chief of Public Affairs, OSA, has been requested by separate
correspondence to develop, in coordination with ODCSPER (HRL), a plan to
inform the Army of the OE program,

BY DIRECTION OF THE CHIEF OF STAFF: ?————_"‘

M
WILLIAM B, FULTON
Lieutenant General, GS
Director of the Army Staff

SUSPENSE:
OESG-~1 Apr 77--para 4a(l)
1 Apr 77-=-para 4a(2)
ODCSPER--28 Feb 77--para 4c(1)
30 Mar 77-=para 4c(2)
1 Apr 77-=para 4c¢(3)

CPA
CLL

DM, 0C8A

C-2
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DEPARTMENT OF THE ARMY
OFFICE OF THE CHILF OF STAFF
WASHINGTON, D.C. 20310

»
"rareg ot

DACS-DM=0E 9 June 1977

MEMORANDUM FOR: HEADS OF ARMY STAFF AGENCIES

SUBJECT: Organizations) Fffectiveness Study Group (OESG) - Final Report
and Briefing for CSA

1. On 7 April 1977 the OESG conducted .its final briefing and presented
a draft final report for CSA approval, The attached Memorandum Forv
Record summarizes the content of the briefing and subsequent CSA
decisions relative to institutionalizing OE in the Army,

2, On 20 April 1977 the OESG conducted a briefing for the Army Staff
Council, During this brimfing the CSA elaborated on his decisions of

7 April and emphasized the i{mportance of a substantive and long-term
commitment of both personnel and resources to ensure the accomplishment
of this goal, Copies of the OESG draft final report were furnished to
you or your representative at this meeting.

3., A CSM {s being prepared by the Director of Management based on CSA
guidance and the OESG report. The attached MFR serves as an interim
tasking document until the CSM i{s published, CSM 77-5-5, aubject:
Organizational Effectivensss, dated 9 February 1977 apecifies certain
actions and responeibilities as a result of a CSA briefing on 22 December
1976 by the OESG, This CSM will remain ln effect,

4, The OESG draft raport is being reviewed and edited for publication
in June 1977,

S. Request ODCSPER furnish earh major command a copy of the attached MFR
under an appropriste letter of transmittal,

¢
1 Incl JOEa R. Mc

as Lieutenan
Director o

the Army Scaff

S
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DACS-ZA 12 April 1977

MEMORANDUM FOR RECORD
SUBJECT: Organizational Effectiveness Study Group Briefing for CSA

1. On 7 April 1977 a briefing was conducted for the CSA by the Organiza-
tional Effedtiveness Study Group (OESG). Present were Genera) Rogers,

MG Trefry, BG Vuono, MAJ Cavedo, LTC Hord, and the OESG members (LTC Nadal,
LTC Ray and MAJ Schaum), -

2. The OESG was organized on 17 November 1977 by the CSA with the charter
of assessing the status of Organizational Effectiveness (OE) activities
Army wide and recommendingAa strategy and specific actions for institu-
tionalizing OE, Interim guidance and background information on this
subject are currently provided in HQDA Letter 600-76+2, subject: Army=
wide OE Activities and Training.

3. The OESG presented the following points:

a, Institutionalization of OE will ultimately be accomplished by high
quality, well=trained OE staff officers working with commanders who under=
stand the OE process.

b, Specific actions need to be taken to create the conditions for
institutionalizing OE. These actions focus principally in three areas:

(1) Selecting and properly training high quality officers for
duty as OESOs.

(2) Ensuring that commanders and staff officers at all levels
understand the purpose and functions of OE and the QESO.

(3) Developing and filling selective staff structures to support
0F activities.

4, The following actions were directed by the CSA:
a, The DCSPER will implement the OESG plan as spproved. (Action: DAS)

b, Manpower spaces for institutionalizing OE on the Army Staff and
the OESO Schoo) wil) be made available, (Action: DCSOPS)

C=4
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PACS-ZA 12 April 1977
SUBJECT: Organizational Effectiveness Study Group Briefing for CSA

¢. MACGMs will be required to convert and identify a total of
approximately 363 cpaces to OESO's with no additional duties (based
upon rule of thumb of two per division/installation, one per separate
brigade or equivalent.) (Action: DCSPER/DCSOPS)

d. An OF branch will be established within OCSA-OM to provide OF
consulting services to the Army Staff, (Action: OM)

e. Director of Management will identify and assist in providing
the necessary spaces to support an OE division within ODCSPER. (Action:
DM and DCSPER)

f. A memo to CG MILPERCEN will be prepared expressing CSA desires
concerning the priority for selection and assignments of OESOs and key
OE staff managers. (Actfon: DOM)

g. A memo will be prepared for DCSRDA emphasizing CSA desires that
OE research be adequately supported at all levels and receive appropriate
priority. (Action: DM)

h. DCSPER will ensure that appropriate OE positions are validated
for graduate education. (Action: OCSPER)

1. TRADOC will investigate the most appropriate manner for educating
senfor officers on OE, (Action: TRADOC)

J. TRADOC will brief CSA on plans for introducing OE and OE related
instruction into the service schools., (Action: TRADOC)

k. A study will be conducted to determine the feasibility of
fencing personnel research money from other research monies and in-
cluding these funds in the DCSPER budget. (Action: COA)

OESG;. That the OESG brief the Army Staff Council on 20 April, {Action;

A . VUONO
Brigadier General, USA
Executive to the

Chief of Staff

C-5
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CHIEF OF STAFF

OisTA A exmngs 30 June 1978

Memorandum

U. 5. ARMY

caM 77=5« 26
oare 10 June 1977

SUBJECT: Organizational Effectiveness e CS 320 (10 Jun 77)

ACTION OFFICER/EXT

LTC Hord/78062
MEMORANDUM FOR: HEADS OF ARMY STAFF AGENCIES

1. PURPOSE, This memorandum assigns responsibilicies for actions directed
by the Chiuf of Staff (CS5A) at the final briefing by the Organizational
Effectiveness Study Group (OESG) on 7 April 1977 and the Army Staff Council
Maeting on 20 April 1977.

2., REFERENCES.

a. HQDA Letter 600-76-2, DAPE-HRL, datad 3 May 1976, subject: Organiza-
tional Effectiveness: Activitias and Training.

b. Massage, DACS-DM=OE, DTG 171924Z Nov 76, Bubject: Orgac.zational
Effectivenecas,

c. CSM 77=5-5, dated 9 February 1977, subject: Organizational
Effectivencss,

d. Memorandum for Record, DACS~ZA, datad 12 April 1977, subject:
Organizational Effectiveness Study Group Briefing for CSA.

e. "Organizational Effectiveness in the US Army", Jraft Final Report,
Organizational Fffoctiveness Study Group, OCSA, dated April 1977,

3. BACKGROUND.

a. The OESG was organized on 17 November 1977 by the CSA with the
charter of assessing the status of Organizational Effectiveness (OE)
activitics Aruy-widc and for recommending a strategy to include specific
actions for institutionalizing OE. Interim DA guidance and background
information on this subject are provided in reference 2a,

b, The OESG finul briefing to the CSA on 7 April 1977 emphasized the
following points:

(1) 1Imstitutionalization of OE will ultimately be accomplished by high
qua'ity, well-trained OE wtuff officera (OES0) working with commandars
knowledgeable of the OE procass,

OAS FOAM 84 | MAR 48
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SUBJECT: Organizational Effectiveness

(2) Specific actions need to be taken to create the conditions for
institutionaliging OE, These actions are focused in the following three . |
areas! {
|

(a) Properly selecting and training high quality officers for duty as
OESOs,

(b) Ensuring that commanders and staff officers at all levels understand
ths purpose and functions of OE and the OESO,

(c) Developing and filling selected staff positions to support OE
activities,

c. On 20 April 1977, the OESG conducted a briefing for the Army Staff
Council., During this briefing the CSA emphasized that the commitment to
institutionalize OF Army-wide was a high priority goal. The CSA indicated
that this is a long-term complex task requiring—

(1) Substantive allocation uf both personnel and resources.

(2) Continued emphasis on quality. ;
(3) Creative use of this OE capability by knowledgeable senior officers
and noncommissionad officers.

(4) Retention of the OF Training Center (OETC) ae an integral part of 1
the service school system with the highest quality staff and faculty,
curriculum, and facilities, ‘

4, RESPONSIBILITIES,
a. DCSPER wille~

(1) Implement the OESG plan and recommendations pertaining to ODCSPER
containad in the OESG final report as approved by the CSA.

(2) Provide Army policy guidance, in coordination with ODCSOPS, requiring
the MACOMs to identify and convert approximately 363 spacas to dedicated
positions for OBESOs. These spaces will constitute a minimum Army-wide OE
capability., Subsequent revisions of this capability, which should include '
noncommiseioned officers, civilian personnel, and Reserve Component personnel,
will be made in accordance with the OESG report.

(3) Establish, in coordination with CG MILPERCEN, a sufficiently high
priority for the selection and assignment of OESOs and key OE staff managers

80 that the Army-wide OF capability will be continuously staffed with quality
personnel who are fully knowledgeable of OE,

c-7 !




SUBJECT: Organizational Effectiveness

(4) Ensure OE research 1s adequately managed and supported at all
levels and receives appropriate priority so that all facets of OE activities
and training can receive the full benefit of Army scientific expertise.

(5) Validate and maintain appropriate OE poasitions for graduate education
so that policy, doctrine, education, training, evaluation, and research
functions are staffed with personnel who have in-depth OE experience and
knowledge. v ‘

(6) Provide Army Staff coordination for and monitorship of Army~wide
OE training and education, to include educational activities conducted
outside the service achool system as well as those involving senior officers,

(7) As the Army Staff proponent agency, establish and support an OE
Division in ODCSPER to provide an adequate level of focus and emphasis for
Army-wide OE matters. '

(8) Establish an OE technical support system and provide appropriate
guidance for managing and sustaining this systém, especially with those
agencies and organizations which are not under the normal purview of OF
staff alements.

(9) Plan and conduct periodic in-process reviewas (IPR) relative to the
UBSG report and specific elements thereof. This will include update briefings
for the CSA, on an as raquired basis but no less frequently than quarterly,
The Gensral Officer OF Steering Committese will continue to be the principal
coordinating and review mechanism for both the Army Staff and MACOMs.

b, DCSOPS wille-—

(1) Provide manpower spaces for institutionalizing OE on the Army Staff
(an OE Division in ODCSPER and a staff element in the Managemant Directorate)
and the Organizational Effectiveness Training Center.

(2) Provide Army policy guidance, in coordination with ODCSPER (a(2)
above), for the conversion and establishment of approximately 363 spaces as
the minimum required Army-wide OE capability,

(3) Augment HQDA and MACOM headquarters OE staff elements with MUBDES
personnel to support OE planning and implementation activities for the
Reserve Components.

c. DCSRDA will ensure OE research is adequately supported and receives
an appropriate priority to sustain the research.

d. COA will conduct a study to determine the feasibility of separating
personnal research money from other ressarch monies and, if possible, include
these funds in the ODCSPER budget.




SUBJECT: Organizational Effectiveness
¢, The Director of the Army Staff will--

(1) Ensure the Army Policy Council is briefed by tha OESG at a time
deemed appropriate by the CSA.

(2) Develop a plan for the implementation and conduct of OE activities
within the Army Staff during FY 78,

(3) Determine and implement the most appropriate method and means for
providing OFE instruction to selacted general officers and BG designees.

£, DM, OCSA will--

¢9) Establish a staff element within 0CSA (Manmgement Directorate) of
OE trained personnel headed by &n 0-6 to provide OE consulting sarvices
to the Army Staff,

(2) Assist in providing tha necessary aspaces to support an OE Division
within ODCSPER,

BY DIRECTION OF THE CHIEF OF STAY¥Y¥:

¢
JOHN R. McGI
Lieutenant 1, GS
Director of the Army Staff
CF:
DM, OCSA
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ANNEX D

The Evolution of Organizational Effectivenese (OE) in the Aray

The purposea of this annex are to briefly summarize some of the major
advancements in management and behavioral science which are integral to
the technology of Organizational Effectiveness (OE) and to present a
thuabnail historical sketch of how Organizational Effectiveness (OE) has
evolved in the Army. It is against this historical backdrop that OESG
Study can be put into context as another step in a long-term process of
assimilating this technology in the military.

In the broadest sense the Army's involvement with OE represents an
institutional desire to (1) more systematically undarstand the human forces
which shape the efforts of large military organizations and (2) decisively
act on this understanding in ways which simultaneously improve combat
readiness and the motivation, involvement, commitment, and development
of people.

Technology Advancements.

S8ince the 1950's advancements in the fields of management and applied
behavioral science have provided the foundation for OE concepts, methods,
and skills, Pressures for societal and institutional changa in the 1960's
pruvided the conditions for expanding the application of this knowledge.
8ix of the more significant advancements are as follow;-’:

1. The application of management and behavioral science knowledge
has become more integrated and reflects a blend of study, research, and

successful leadership practices. 1he net effect is a more comprehensive,
sophisticated, and balanced treatment of human and organizational factors
in work settings. For example, the parsonality-trait approach to
understanding leadership has avolved into a contingency or situational
approach., The contingency approach recognizes that a variety of leadership
styles are equally effective depending on the nature of an organization,
tasks, and the circumstances surrounding each at a particular point in
time, The impact has been to .educe preocccupation with simplistic
descriptions of leadership styles, e.g., autocratic-democratic, and shift
the focus to ways of creating better conditions under which people are
more productive and satisfied in the pursuit of an organisation's goalws.
Other concepts are advancing new knowledge and research with a systems
approach to organications. Briefly some of thase are as follows: Social-
technical systems theory stresses the importance of undevstanding and
dealing with all aspects of an organization, function, or task in terms

of two highly interdependent subsystems~-social and technical;
Differentiation-integration theory focuses on the importance of achieving
an effective fit between the nature and etructure of work, human needs,

l7rhe book Organization Development and Change by Edgar F. Huse (NY: West
Publishing Co., 1975) provides an excellent summary and introduction to
the technology.
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and an organization's environment; the Linking Pin concept views
organizations as an array of interdependent groups (teams) which are linked
together by managers (chain of command) and considers organizational
performance §s dependent on a variety of intervening human processes as
well as management behavior and available resources, such as money and
material: General Systems Theory (GST) is the study of the general
properties and laws governing systems and represents the mwost theoretical
advancement of the state-of-the art.

2. Knovledge about group dynamics has been expanded to an organization-
wide focus with concepts and techniques for better understanding and

ange. Terms such as organizational processes,

facilitating organization c )
organizational climate, force field analysis, open-systems planaing, and

team building excmplify this advancement both conceptually and
operationally. Team building for example, offers practical small group
methods for more systematically applying the Army leadership principle
"Train Your Unit as a Team." The impact has been the development of
practical concepts and methods for dealing more effectively with the
dynamic properties of organizations, especially leader-subordinate and
work group relationahips within and between organizations.

3., The laboratory model of education or experiential learning, as
it is frequently culled, is another major advancement which 1s based on
adult learning principles and relies on sma .rouf teaching methods.
This approach to learning emphasizes active participant involvement in
exercises or experisnces which are designed to accomplish specific learning
and behavioral goals. This "learning by doing" mcthod allows participants
to assume more individual responsibility for structuring their learning
environment and pu:suing educational objectives, The effect is a more
intense and personalized educational experience that 10!90 to a greater
internalization of new knowledge, skills, and behavior.&

4. An opcrational process called Action Research and trainable skills
for enployin] this process were developed to broaden the involvement of

people at varicus organizational levels in system-wide assesement and

improvement actions. This process is typically used by managers with

the assistance of qualified consultants to promote constructive long-term
improvements; increase an organization's flexibility for dealing with
planned and unexpected change; and increase people's commitment to needed
change. Action Research is essentially an adapt&tion of the scientific
method for direct use by management. This is in contrast to traditional
methods used by ressarchers or expert consultants who independuntly analyse
sud study a problem, develop recommendations, and then have to sall their
recommendations to the organization.

5, The use of experiential learning methods in actual work situation
is snother major advancement. This methodology is designed to create

2/Adult learning concepts and principles are refarred to as androgogy
and are described in a book called A Trainer's Guide to Androgogy by
Malcolw Knovles.
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more favorable conditions for reinforcing new knowledge, skills, and
methods which were initially acquired through management development and
training programs. This advancement is in direct response to the discovery
that an individual's work environment 'plays a significant role in
determining the extent to which newly acquired knowledge, skills, and
methoda are put into practice. The term Organisational Development (OD)
was coined to distinquish this on=-the~job process from traditional training
programs and to emphasize the importance of the human dimensions of
organisations.

6, Another major advancement is organization-wide methods which asasist
decisiomnmakers to analyze and improve a variety of
communlications, decisionmakin lanning and goal sett ng,
motivat!oannward conflict management, etc,) ch affect the ability
of an organization to accomplia ts mission. .chE.. such as survey
feedback, management By oE]cchvcl. and job enri-“ment, typically have

an organisation-wide focus; emphasize the integration of individual and
organizational needs; and provide a capability to treat these
organizational processes as distinctly human and dynamic in nature rather
than iolorting to abstract mechanical notions about how organizations
function,

These advancements are asoteric and their description in this paper
is admittedly brief. The point is that they collectively indicate the
beginning of a major change in the way we view organizations and human
behavior. Understandably, the routine translation of these concepts into
management thought and practice tends to significantly lag these
developments. Each is embodied in the technology which the Army calls
Organizational Effectiveness (OE).

Historical Summary.

The Army's involvement in OE can be described as a unique "grase roots"
effort to more fully capitalize on advancements in management and applied
behavioral science. This evolutionary offort spans the past 8-10 years
and can be genarally described as consisting of four distinct but
interrelated phases: AWARENESS; RESTUDY & EXPERIMENTATION; INITIAL
IMPLEMENTATION; and INSTITUTIONALIZATION. The events which have occurred
in each phase have not been necessarily anticipated or conmectsd within
the overall framevork of a master plan. The highly diffused nature of
these initiatives, which ultimately became focused at the highest levels
of the Army and embodied in the Organisational Effectiveness Training
Center (OETC), reflects a total Army need,

PHASE I - AWARENESS (Late 1960's - 1972)

Phase I was a period in which the Army experienced societal problems
and changes (e.g., racial unrest, diesent, drug and alcohol abuse, and
the end of the draft) and became avare of serious shortfalls in leaderahip
and management practices, Initial responses cccurred in the form of ad
hoc, crisis programs. Tha methods for institutional change tended to
focus on the individual soldier and work around the chain of command,
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with a relatively high degree of central direction from Headquarters,
Department of the Army.

During this period a number of studies were conducted using behavioral
science concepts .and research methods and actions were taken to surface
iesues for open discussion and resolution. For example, the US Army War
College Studies on Leadership and Professionqlism (1970-71) led to the
creation of a CONARC Leadership Board. The board trained and deployed
vorld-wide traveling teams to present the study findings, sather additional
data, and conduct short seminars for senior officers and NCO's. The board
also made recommendations to Dapartment of the Army, which {ncluded
recommending that more applied bshavioral science be incorporated into
service school instruction. Another study wes made of job diasatiafaction
in the Army Staff and s’d to an examination of the problem and improvements
by the Chief of Staff.=’ These and other events pointed toward the
expanded use of applied behavioral science as a hasis for understanding
and addressing system-wide issues.

With the shift to an all-volunteer peacetime force, the Army as wall
as the other armead services began to fare moru intense manpower and
economic pressure. Manpower costs soared to over 50 percent of the Defense
budget. Organizational layering, "tooth to tail ratios," economic
incentives for improving recruiting, civilianization of military jobs,
snd training became central issues. bDecentralization became a by-word
amidat budgetary and resource cutbacks and realignments. It became
painfully clear that commanders and wanagers at all levels had to
accomplish moxe with lgss people to maintain and improve the state of
combat preparedness. Reliance on greater firepower and mobility with
technological advances in hardware; reorganirations; and administrative
streamlining provided important internal improvement stratagies for the
Army. It was equally obvious that more could be done to improve the
management and development of human resources in a total organizational
sense.

Phase 1 was also a time of introspection and numerous grass roots
initiatives:. Some of these ware advocated with mixed reaction under the
all-volunteer Army banner and rangad from beer in mess halls to adventure
training. The fiet effect was to encourage commanders to openly experiment
wvith new ideas for improving combat readinesss, troop morale and welfare,
leadership and professionalism, and the attractiveness of the Army ase
a way of life, The following three examples of initiatives which occurred
during this period are presented since they are especially relsvant to
the later development of OF in the Army,

(1) Behavioral science methods were used to design and improve an
experimental basic training program at Ft. Ord. The effect was to focus
on individual performance orianted training; provide incentives for
motivating trainess and demonstrate the effectiveaness of Action Research

3/A summary of this study was published by COL D, Malone in Army magazine
during 1972 under the title "The Prize."
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or what is now known as the four step OE Process.t/ A troop morale survey
vas also used on a weekly basis as fesdback to the chain of command for
improving the motivation and satisfaction of basic trainees. Another

Ft. Ord initative, which relied on the use of behavioral science, was

a Leadership and Professionalism seminar for officers and noncommiasioned
officers. This seminar later evolved into a 5-day Leadership and
Management Development Course (L&MDC), which is now a primary OE
instructional method in communications and group problem solving skills.

(2) Organization Development techniques, which are the civilian
equivalent to OFE, were used to examine and revitalize the role of Army
chaplains with assistance of consultants from the National Institute for
Applied Behavioral Science. This effort is still continuing under the
direction of the US Army Chaplain Board and now includes a number of
chaplains who have been trained ae internal consultaants.

(3) Army Psychologists were encouraged to devote more time to working
in a consulting capacity with commanders on: organizational issues in units.

In summary, Phase I involved multiple and discounscted initiatives
which attempted to use various facets of applied behavioral science as
a basis for coping with pressures for change.

PHASE II - RESTUDY & EXPERIMENTATION (1972-75)

This phase can be characterized as & period of restudy of earlier
initiatives and experimentation with new applicd beshavioral science
techniques, which ware part of an emerging technology called Organization
Development (OD). This technology appeared to offer a systematic and
deliberate capability to bring about constructive institutional change
at multiple levels in the Army in a way that not only involved the chain
of command but anhanced the commitment, motivation, and effectivenass
of people and organizations.

It was during this period that a Behavioral Science Study Group was
convened at the direction of the Chief of Statf. The mission of this
group was to determina how advancements in behavioral science could be
used in a practical and concerted manner for improving the Army. The
study recommendations indicated the desirability of initiating a number
of pilot projects to examine the applicability of OD wethods to the Army.
1t was recognized that these projects required about a 3J~year test and
development period for discernable results to occur in large organimations.

Pilot projects were established in a variety of organiszations and
locations using one or more OD techniques. OD applications in an Aramy
Staff setting were examined in the US Army Military Personnel Center.
Survey feedback techniques were developed and tested in 40 battalions
in US Army Europs., An assessment center for individusl leadership
development was established for officers and noncommiseioned officers

%/8es page 3 for a briel description of Action Research.
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at Ft. Benning, Georgia., Brigadier Ceneral (Designees) and a group of
battalion commanders sttended a 2-week assessment center at the Center
for Creative Leadership in Greensboro, North Carolina. Battalion level
training workshops in communication and group problem solving akills
management by objectives (MBO), and positive reinforcement techniques
were designed and conducted at Ft, Bliss, Texas., OD applications at
inatallation level were examined in a training center environment at

Ft. Ord by an OD Directorate which was composed of a staff of 27 military
and civilian personnel. This directorate provided the expertise and
capability for launching the OE Training Center in 1975, Job enrichment
and survey feedback research waa sponsored by the US Army Research
Institute (ARI) in U.S, Army Europe, ARI also provided technical advisory
and/or research assistance to all of the projects.

These projects were coordinated during 1972-73 by the Office of the
Special Assistant for Training in the Office of the Chief of Staff under
the title of the Motivational Development Program. This program was
transferred on 1 July 1973 to the Office of the Deputy Chilef of Staff
for Personnel. In February 1975, a Motivational Development Conference
was held at Ft. Benjamin Harrison, Indiana, to review the progress of
the projects and lay the intial groundwork for expanding the application
of these techniques in the Army.

A Human Resources Development Directorate was created in the Army
Staff during this period to provide a more coordinated and visible thrust
to the infant equal opportunity, drug & alcohol abuse prevention, and
leadership & profeasional development programs. With the reorganization
of the Continential Army Command (CONARC) into the Training and Doctrine
Command (TRADOC) & number of spaces were given to the US Army
Administration Center (ADMINCEN) for human resocurce development doctrine.
An attempt was made to validate more positions for graduate degrees in
behavioral sciences as a way of upgrading Army expertise in human resources
development and leadership instruction,

Two short range programs were also launched and received Army-wide
attention, Management Practices in TOE Units (MAP-TOE) was independently
developed by the Comptroller and included some applied behavioral science
concepts and techniques, such as job enrichment. Army Chaplains attended
a 5-day workshop in communication and group problem solving skills at
the Ft. Bliss pilot project and subsaquently designed a Personal
Effectiveneso Training (PET) course for export to the field. PET was
a joint effort between the Chief of Chaplains Deputy Chief of Staff for
Personnel, It represented the use of chaplains in support of unit
leadership training activities and focusad on providing immediate
counseling skill training to noncommisseioned officers and officers. PET
was never conceived as a formal program, per se, and was used in a highly
decentralized manner.

Army Chaplains pioneered in the use of umall group techniques for
improving service school instruction and curricula under the title of
the Group Process Plan or Indiana Plan., Although thie effort received
initial support and resulted in a number of individuals who were trained
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in these techniques, it failed to surmount bureaucratic barriers and
achieve the demired break-through in the educational system.

It was also during Phase Il that the US Navy established a Human Goals
Program and began training Human Resources Management (HRM) aspecialists
in OD at a achool in Memphis, Tenn. The Navy created HRM centers at
various locations around the world for consulting teams to work with ship
and shore units., A few Federal Government agencies, to include the US
Civil Service Commission, were also becoming involved in OD as a means
of productivity improvement,

PHASE IIl - INITIAL IMPLEMENTATION (1975-77)

This phase began around mid-1975 with the termination of the pilot
projects and the creation of the Organirational Effectiveness Training
Center (OETC) at Ft. Ord.

A number of the pilot projects began to shift {nto a fully operational
posture for the continued application of OD techniques and use of trained
personnel. This primarily occurred in MILPERCEN and at Ft. Ord., The
survey feedback project in USAREUR provided spin-off results for a command-
ttide NCO opinion survey and professionalism program. The workshops at
Ft., Bliss were incorporated into the OETC. The assessment center at
Ft. Benning was evaluated as a highly useful leadership development method
and was established as &p officer advanced courpe elactive at the Infantry
School., It was later abandoned by the school for manpower and budgetary
reasons.

Attempts were made during this phase to breathe life into the small
HRD doctrine development group at the ADMINCEN. A special direct tasking
relationship was established between ODCSPER, DA, and ADMINCEN by the
TRADOC Commander to further the ADMINCEN doctrine development mission.
The OETC was formed under the operational control of the ADMINCEN on
1 July 1975 to provide a direct link to this doctrine
group and to integrate the training with existing personnel management
specialty training.

The decision to train a selected number of officers in a l6-week
intensive program to learn OF consulting skills and methods paved Lhe
way for broader implementation activities in the Army., This also indicated
that OF woa to avoid the inherent pitfalls of a centrally directed program
and to integrate these skills throughou® the Army, especially within the
S1/G1/DPCA Staff function. OE was viewed as the means of increasing the
capabilities of the personnel management function; reducing reliance on
stovepipe activities and the isolated use of single techniques; and
generally upgrading the quality of behavioral science applications that
hnd been occurring on a piecemeal basis in the Army.

During Phase I1l interest in the use of OE methods and trained
personnel began to spread with some limited consulting support. In January
1975 OE activities were implemented in the Office of the Deputy Chief
of 8taff for Personnel as a apin-off of the MILPERCEN project, Top level
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seminare and briefings were conducted in Headquarters, Department of the
Army; Forces Command; US Army Europe; Military District of Washington;
and the Computer Systems Command.

In April 1975 an i{ntroduction seminar was conducted for the chain
of command of the 82" Airborne Division at the request of the commander.
This was followed later in the year with a special 2-day OE action planning
conference, These events provided the impetus for applying OE on a
division-wide bagis with OE trained personnel and capitalizing on earlier
initiatives which had occurred in one battalion.

It is interesting to note that the Diviaion Commander had an advanced
degree in behavioral science. One of the assistant Division Commanders
had attended the BG (Designee) 2-week assessment center in 1972 and waa
involved with OE applications during a tour of duty in MILPERCEN. The
battalion level OE activities were initiated by an executive officer who
had also been previously assigned to MILPERCEN where he had received on~
the~job training as an OF intern for the pilot project.

The oxperience of how OE was started in the 82" Airborne Diviaion
exemplifies the "grass roots" nature of how this technology is being
diffused in the Army and the importance of senior officer understanding
and personal involvement in the process. As such, it represents the firat
major system-wide effort in an alite combat unit.

The first formal Army~wide guidance on OE activities and training
were published by Department of the Army in May 1976. In September, the
Commander of the Training and Doctrine Command conducted a seminar in
which he outlined his commitment to incorporating OE into Army doctrine,
service school curricula, and TRADOC installations. He also made a video
tape to widely communicate the concept and importance of OE within the
overall framework of Army training.

Before the end of 1976 a range of OF activities had been initiated
at division, major command, and Army Staff levels with the assistance
of military OE trained personnel and a few civilian consultante. This
was sapecially evident in Forces Command which had received the bulk of
newly trained OE Staff Officers and had moved rapidly with top level
command emphasis to establish an understanding and acceptance of OE,
For the most part, these activities quickly outstripped Army OE doctrine,
policy, and training capabilities and created an accelerated demand for
OE qualified staff peruvonnel.

PHASE IV =~ INSTITUTIONALIZATION (Mid 1976-80)

This phase officially began with remarks by the Chief of Staff on
the subject of OE at the Army Commanders' Conference (See Annex A) and
his formation of an OE Study Group in November 1976. Prior to these events
the groundwork for this phase had been laid with the following: (1)
publication in May 1976 of HQDA interim guidance on Army-wide OE activities
and training; (2) a round of information briefings for the principal heads
of Army Staff agencies and the Army Secreturiuat during May-August 1976;

D-8




=t

T LS

(3) the broadening of "grass roots'" OE consulting activities; (4) the
assignment of 130 OE Staff officers to the field by the end of the year;
and (5) the creation of an ODCSPER OF General Officer Steering Committee
which held its first meeting on 15 December 1976,

Although it is too early to determine exactly what will characterize
this phase, a few general obserations can be tentatively offered,

Firat, top level attention will be given to organization, staffing,
and related resource issues to ensure an adequate Army-wide OE capability
is established and can be sustained in the future,

Second, action will be taken to rectify imbalances in OE expertise
that exist between policy, doctrine, and training functions and OE
applications in the field, In essence, additional OE trained personnel
will be devoted to performing these critical functions.

Third, OF methods and trained personnel will begin to be used more
in support of a variety of missions and functions in areas such as
operations, administration, logistics, and meintenance, rather than be
relegated to the functional area of human resources development.

Fourth, as more senior officers gain experience with the use of OE
methods and trained personnel, OE will begin to be used for strategic
management purposes rather than for strictly internal organization
improvements. For example, OE expertise will be used to assist in
coordination, planning, and problem solving on selected issues between
HQDA and MACOM headquarters Staff agencies or between MACOM headquarters,
installations, and divisions.

Fifth, a selected number of noncommissioned offficers, DA civilians,

and Reserve Component personnel will be OE trained in addition to active
duty officers,

Sixth, other major commande, such as the Material and Readiness Command
(DARCOM) and the Reserve Components will develop a substantive OE
capability and contribute to the refinement and broader application of
this technology.

During Phase IV it is anticipated that the Army will take 8-10 years
to fully institutionalize the use of OF knowledge, methods, skills and
trained staff personnel. On the other hand, the creation of the structural

capability to utilize this expertise at a variety of levels in the Army
will take 2-4 years of concerted effort.

In conclusion, the evolution of OE in the Army is a long~term and
complex process that is just baginning to take form. Due to the nature
of the technology, the evolutionary process represents a unique and
challenging approach to innovation and change in large bureaucratic
military organications. It is the interplay between successful OF
applications, which are focused on primary missions and tasks by
knowledgeable and involved commanders and competent OESO's; the timely
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commitment of resources to adequately support and sustain an Army-wide
OE capability; and progressive policies and doctrine, which are carefully
articulated and based on accumulated OE experiences in the field that
will determine the extent to which OE is ultimately inatitutionalized.
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ANNEX E

QOESG VISITS

STAFF AGENCIES

Office of the Chief of Staff
° Management Directorate
Office, Deputy Chief of Staff for Personnel
® US Military Personnel Center
° US Armmy Research Institute
Office, Deputy Chief of Staff for Operations
¢ US Ammy War College
® Concepts and Analysis Agency
Office, Chief of Public Affairs
Office, Chief of Legislative Liaison
Office, Comptroller of the Army
Office, Inspector General and Auditor General
Office, Chief of Chaplains
Office, The Surgeon General

Office, Deputy Chief of Staff for Logistics

MAJOR COMMAND HEADQUARTERS

US Army Europe and Seventh Army

Training and Doctrine Command

Forces Command

Materiel Readinees and Development Command

Health Services Command

Bl




' MAJOR COMMAND HEADQUARTERS (Continued)

* Military District of Washington

* Intelligence and Security Command

»

Computer Systems Command

: * Communications Command
! * Military Traffic Management Command

* Eighth US Army

* US Army Japan
* US Army Recruiting Command

* Not visited by the OESG, Information obtained through points of contact
in these commands and/or prior knowledge of OESG members.

I
}
’: INSTALLATIONS, UNITS, AND SERVICE SCHOOLS
) Ft. Belvoir i
." N
| ’ ° US Army Engineer School
| :
‘ i Ft. Benjamin Harrison
'r |
: I ® US Armmy Administration Center !
° Institute for Administration l
Ft. Benning
' \ ® US Army Infantry School
§ j Ft. Bliss
{ i . ® Sergeant Major Academy ’
Ft. Bragg
}
® XVIII Abn Corps
S.. ,
{ ] ° 82d Abn Division ]
Ft, Carson
: :
| | '
‘l
|
1 E-2 L
|




INSTALLATTONS, UNITS, AND SERVICE SCHOOLS (Continued)

P Ft. Eustis

US Army Quartermaster School .\“-‘--~‘

Ft. Hood T —

e

o

Ft. Knox

US Army Armor School

Ft. lLeavemnworth

US Army Command and General Staff College

Ft. Leonardwood

Ft. McPherson

Ft. Ord
]

US Army OE Training Center

Ft. Riley
Ft. Sam Houston
L]

Health Services Academy

Ft. 8111

° US Army Artillery School

Ft. Wadasworth
®* US Army Chaplain School _}
® US Army Chaplain Board

USAREUR

® VII Corps Headyuarters

V Corpa Headquarters

218t Support Command

324 Army Air Defense Command

° 8th Infantry Division
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‘ OTHER SFRVICES
i Naval Post Graduate School
i Navy Human Resources Management Training Center
; Office, Deputy Chief of Staff for Peraonnel (U.S. Air Force)
i ® Leadership and Motivation Division
) | 7
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ANNEX ¥

EXECUTIVE SUMMARY OF OETC'S
ORGANIZATIONAL EFFECTIVENESS EVALUATION PROGRAM

The Organizational Effectiveness Training Center (OETC) began operation
in July 1975 after a two and one-half year experimental Army program which
indicated that individuals who wera trained in OE methods and consulting
skills could have a aignificant positive impact on Army operations. Since
July 75 the OETC has graduated 132 Organizational Effectiveness Staff
Officers (OESOs) who are now assigned at 58 Army locations in CONUS, Korea,
Hawaii, Alaska and Europe, Some Army installations have besen involved
with the implementation of GE procedures for over eighteen months. An Army=-
vide inherent part of OE training is the evaluation of implementation efforts
to providet (1) infotmation on the progress of OE; (2) guidance for
modification and up-dating of the traiuning program; (3) information for
policy decisions and writing of OE doctrine; and (4) guidelines to DA for
OESQ field requiraments.

The two basic questions that an evaluation effort muat answer are:
Does the program do what it is supposed to do; and, if it works, is the
cost of the program raeasonable? If OE is not suitable to meet today's
Army's needs, or is too costly, the affort should be redirected or ended
quickly to avoid a potential waste of valuable resources.

One critical question is "When will OE be applied long enough in order
to measure its impact on the Army accurately?" Five years 1is a reasonable
period of time for OE to be institutionalized and influence enough people
and practices to produce a measurable change in the Army's ability to
accomplish its mission.

There is a continual neaed for accurate information on the daveloping
OE effort tuv serve as a basis for the policy, doctrine, and day to day
operational decisiona that will make or break OE in the next five years,
Therefore, the OETC's evaluation program for OFE is a combination of an
action research program conducted on an ongoing basit, and a basic research
effort that will produce the answers to the key evaluation questions,

The ongoing evaluation effort is set up to develop timely answers
to questions decision makers have in order to formulate policy and doctrine.
It i8 designed to give feadback to the OESOs in the field on where OE is,
what seeme to work and what does not, and how to put OE into prauctice so
that its benefits produce thes greatest amount of positive change in unit
effectivaness.




The evaluation program s designed to parallel the state of the
OE effort. Currently, the OFE effort Army-wide is in the process of being
examined critically by the field. OE operations are being set up on
many installations. On others, OF programs designed to educate the field
are being put into operation. On atill others, OE programs are in
operation with OESOs discovering, often by trial and error, what works
and what does not. All of thaese operations must be considered by the
evaluation effort and in particular, how they deal with getting the program
accepted.

The first phase of the Evaluation Program is focused on gathering
information on how best to go about getting OF accepted. Information was
gathered in a number of areas to find out what is going on in OE; how
wall it is being accepted, and what factors most influence acceptance; what
is working and what is not working; how much and what type of support is
OE getting} etc., Three different perspectives are used to gather the
information: (1) The climate of the organization as reflectad by
Commanders, their staffs, supervisors, etc.} (2) The perspective of the
OESO; and (3) The client's view of the OE process, The data for this
phase of the evaluation effort has been collected due to the covparation
of almost everyone associated with OE, and is currently being processed
by a computer procedure that will give a composite picture of the state
of OE in the Army today, and where it should go to meet the Army's needs,
These results will be avallable in March 1977,

The evaluation program will then enter its second phase to answer
the broad question, "How bust to supply the field with those things that
will allow OE to be effective?" Data will be gathered on the types f
education to be supplied to the field as well as Lo the OESO, In
addition, data will be collected ot how to acce |, lish this at the least
cost in resources and the quedtion of how to get OE resources to the field
most effectively and efficiently will be addressed., Again the three basic
perspectives used in phasa I (organizational climate, OE process and
the OESO) will be combined to form a composite view of how OE resources
outht to be prepared and provided to the field. At the end of this
phase (Oct 1977) what is needed and how to get it to the field efficiently
and effectively will be known,

The focue in phase III of the evaluation is concerned with the question,
"How best to use these available resocurces?'" Data from the field will be
collected to provide composite view of how to organize OL resources to
get the greatest benefit from them in a particular organization, Once

this information is available in March 1978, and used to hone QE pructice,

the focus will shift to OE and its impact on users (phase 1IV),

Phase IV will help to define the most efficient and effective way
to provide OE to a particular client, and how the practice of OE varies
as the client varies., The OESQO should be able to put this information
into practice in October 1978, At this time OE will have developad to
the point that: its purpose has been defined by the needs of the fileld
and successful practice (phase 1); OF resources prepared and assigned in
the most efficient and effective fashion (phase I1); the OE affort in a
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particular organization organized to maximize its effectiveness and
efficiency (phase III); and OE delivered to users in the nost

effective and efficient fashion (phase IV) to meet the Commander's needs
for increased mission effectivencss,

The final phase of the evaluation program (Oct 1974) will gather
information from all peraspectives as to whai OE can and cannot sccomplish
and at what price., Even though the final answer to the key questione cf
the evaluation program will be addrvessed during rhase V, preliminary results
for all phases will be gathered during all preceeding phases. So phase I,
while having the focus as outlined above, will also supply preliminary
results on the key questions of phasas 11, 1IL, IV and very tentative results
on the key questions of phase V. The same is true for phases 1I, III, and 1V,
These preliminary results allow for the development of the data collection
of later phases and serve as a baglis for long term poliny planning.

Mora detailed information on OF Evaluation cen bo obtoined from the
Evaluations Directorate, OETC, (Autovon 929-7890/4574).
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